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|. Introduction 


| would introduce 2 topics. One is the propriety of Telework (Remote work). Another one is the series 
of “Teaching Company”. 


Telework 


| cannot respond to all questions which | receive by mail. But | wish to respond as much as possible. 
And at this time, | would like to respond to one question which is about Telework (There were many 
questions about this). 


Firstly, | need to say my opinion. I'm very negative about the expansion of Telework. And, as | wrote 
in this column. It can't be helped now, but you should stop as soon as possible in the situation of this 
disaster (COVID-19) 


COVD will change the map of industry. Thus, the path to changing the fate of winners and losers is 
beginning to appear. 


The growth potential of online businesses, remote businesses such as home delivery, telecom and 
industries which do not involve movement such as home shopping, home entertainment and health- 
related industries such as medical care and health and welfare is increasing. 


On the other hand, industries which rely on the movement of people, such as aviation, 
accommodation, real estate, and tourism, and industries that are closely related to 3MITSU, such as 
construction and general manufacturing, are likely to struggle. 


ventilation, Misshuu; Many people are crowded, and Missetsu; Short-range conversation 
and utterance. 


( ) 3MITSU (San-Mitsu): San (Three) - Mitsu is: Mippei-kuukann; Closed space with poor 


And, | feel the crisis of human in this trend. Indeed, | believe that the excessive Telework, online 
causes the going wrong of human. 


And, | believe you know the word of "Fallacy of composition" which is one of economics word. The 
meaning is (According to Wikipedia) of “Fallacy of composition?”: “The fallacy of composition is an 
economic term that refers to what is correct from a micro perspective, but in the world of macros 
(aggregates) in which it is synthesized, does not necessarily produce unintended results”. In solving 
some problem, even if each person takes the correct action, it refers to a case where all the 
members take the same action, which leads to unexpectedly bad results. 


Telework, Online things are convenient. And it is not bad and corrective idea to introduce this by a 
company and a person. But if all companies do this, the societies head for difficulties to keep. 


As you know now telework, Online things with ICT are one of main stream. But | believe that these 
excessive trends cause the losing human nature. 


1 Fallacy of composition: https://en.wikipedia.org/wiki/Fallacy of composition 
Falacia de composicion: https://es.wikipedia.org/wiki/Falacia de _composici%C3%B3n 
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Today it has become very convenient. Online business, home delivery, home shopping etc. On the 
other hand, the opportunity of feeling the real nature, contact with others is decreasing. 


Children devote themselves to Online game and are losing the opportunity to see natural nature and 
to gain new friends. | very much concern about it. So, Telework, Online work might affect the losing 
opportunity of companies’ development. 


Teaching Company. 
In this topic, | wrote the 3 serious misunderstanding of company: 


1. One is misunderstanding of cost reduction; 
2. Another one is the thought of new system introduction. And; 
3. The last one is Rightware of Factory Management Frame?. 


When making a consulting, client required me the teaching of cost reduction, because he hadn’t 
been able to get sufficient effect, but against, had gotten bad influence. And, he wishes to know 
what the corrective way to cost reduction. But indeed, the essential condition of a new system 
introduction is the basic background (I say that basic factory management items in the frame.) 


New system or new technology introduction is required the surrounding sound condition. 


Sometimes | write about the meaning of Total as "all people's participation" base on the "share the 
sense of value". But there are some opinions about the meaning of Total by the companies based on 
the Top-down style management. 


In this way one opinion is the participation of "all organizations". However, and ultimately, the main 
actor or actress is people, even if the companies have strong leadership managers or Al is improved 
more and the world of RPA (Robotic Process Automation) in production Gemba. 


To realize "Total" corporate mission statement, philosophy and policy statement are important. And 
the naked voice by top management is very effective. 


In this connection | may add next topic. Recently the advertisement of Toyota in TV is very unique. 
This car maker doesn’t make the advertisement of a car, but "Ism". The president of Toyota (Akio 
Toyoda) himself advertises the "Toyota-Ism" in which his "Ism" is that the main actor is people. 


James Kuffner (the CEO of TRI-AD; Toyota Research Institute) said in the interview of a newspaper as 
next: “Even at Toyota's factories, technology is used not to replace people, but to improve their 
abilities. It isa match between technology and human power, and is the basis of the autonomous 
driving technology currently being developed by TRI-AD”. 


* The Factory Management Framework, Rightware & Leftware, all of them described in Factory Management 
I: 

[English] 
https://archive.org/details/FactoryManagement1TheCorporateConstitutionAndManagementFramework 
[Spanish] https://archive.org/details/GestinDeFFbrical 

The system of excellence [English] https://www.amazon.com/dp/1973409771 

El Sistema de la excelencia [Spanish] https://www.amazon.com/dp/1521901864 
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Then, the main actor or actress of Total is people. The meaning of Total is "all people's 
participation". And for gaining Total, such Rightware is essential. 


| postponed the theme of Oil Control this time. There is no reason, but jut it was time over and | got 
many demands from readers. 


Koichi Kimura 
International Consultant 
Factory Management Institute 
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(jill. Telework 


Before going to the theme, | would respond to the questions regarding Telework. 


In Corona19 Disaster, telework is accelerated at one burst and there are many questions. | made 
several Online dialogues with friends (groups) who have already started Telework as companies. And 
now they need to decide that it is necessary to continue or is just temporal countermeasures for the 
term of COVID. 


| expressed my opinion as next: “It can't be helped now, but you should stop as soon as possible”. 
And my point of view is that it is acceptable as one of temporal means for continuation of business in 
this disaster. 


Some leading companies’ top managers say that it is possible to replace most of the works to Online. 
And, perhaps it is true. But just because of to be possible to replace, it shouldn't be done. 


| know. It cannot be helped in the middle of this disaster. But again, it should be stopped as soon as 
possible. 


Why? ...A company and the employees who work in the company are the members of society. A 
company and the employees exist in the society. | can understand that. But my concern is that if all 
people work with Telework and Online, the ties become weaker and fading. And the development of 
company would be harmed if this situation would be continued. Human is the existence in social 
ties. And accompany also a member of society. 


| know that Telework & Online work became one of main stream and big trend. But if proceeding this 
stream excessively, serious problems will be occurred. Then, | would describe it from the various 
points of view. 


Firstly, | would define what Telework is. And when looking up in the dictionary (English to English) it 
is explained as next. So, What is telework? ...The official definition of "telework" can be found in the 
Telework Enhancement Act of 2010: 


"[t]he terms 'telework' or 'teleworking' refers to a work flexibility arrangement under which 
an employee performs the duties and responsibilities of such employee's position, and other 
authorized activities, from an approved worksite other than the location from which the 
employee would otherwise work. 


telework (verb). Teleworks (third person present). Teleworked (past tense) - teleworked (past 
participle). Teleworking (present participle) work from home, making use of the internet, 
email, and the telephone. "I telework every Monday and Friday". 


Telework (noun) - teleworks (plural noun) the practice of working from home, making use of 
the internet, email, and the telephone. "when she launched the company, she knew she 
wanted telework to be an option for employees" 


Also, in a US site, explains it as next: 


“In practice, "telework" is a work arrangement that allows and employee to perform work, 
during any part of regular, paid hours, at an approved alternative worksite (e.g., home, 
telework center). This definition of telework includes what is generally referred to as remote 
work but does not include any part of work done while on official travel or mobile work”. 
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You may also be familiar with the terms "telecommuting" and "flexible workplace" and both are 
sometimes used to describe what we now generally refer to as "telework." While "remote" and 
"mobile" work are also terms that are sometimes used as synonyms for telework, they tend to 
operate differently than telework as is apparent in the detailed operational definition. 


And, the work kinds also introduce as next: 


What jobs are best suited for telework? ...Accountant, bookkeeper, Administrative assistant, 
Auditor, Financial analyst, Computer programmer, Software engineer, Data entry clerk, 
Database administrator, Engineer, Graphic designer, illustrator, Desktop publisher, Insurance 
agent, Marketing planner, media buyer, Medical transcriptionist, medical reviewer, 
Paralegal, Public relations, Professional, speechwriter, Researcher, Market research analyst, 
Sales rep, customer service rep, travel agent, Stockbroker, Telemarketer, telephone order 
taker, Translator, Webmaster, Website designer, Writer, reporter, editor. 


And, here is a list of occupations that are not ideal for telecommuting: 


Face-to-face personal contact (e.g., most of counselling, medical assessment, some sales), 
Hands-on operation of equipment, vehicles, or other onsite assets, Direct physical handling 
of secure materials, Activities dependent on a physical presence (e.g., security guard, forest 
ranger) 


These may be the general understanding of Telework. 


Now just to make sure, | don’t write the technical matter such ICT, security, work place environment 
and direct tools such Groupware: Collaborative software, Cloud storage tool, Communication tool, 
Web meeting tool, Attendance tool etc. because these are also not my specialties. And rather than 
me you know well and can survey these fields by yourself. However, it is a chance to write my 
concerns about the expansion of Telework. 


In first | express my concern that Telework damages working environment from several point of 
views. Thus, | believe Telework (or another word remote-work) is a trend and | deny it. Against, | 
recommend to use it, but as just one of means and form for working. 


Just one of means and form for working. 


First of all, | don’t recommend the working style in just Telework. | write the reason why. And, in here 
| write my opinion that | don’t like and recommend. 


Now | would define the words of working forms and Telework in my thought. 


e Office work: people gathering in an office and working together. 

e Telework: working in home (alone) or working away from the office (alone) 

e Remote-work: working away from the office with group. 

e Hybrid work: Some dais in the office and some dais Telework. 

e Hybrid remote-work: some dais remote-work with group or alone and some dais in the 
office. And, 


The purpose of Telework is: 


e = It is the coexistence of free ways of working and the productivity. 


This work is licensed under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License. S 
To view a copy of this license, visit http://creativecommons.org/licenses/by-nc-nd/4.0/. 





Factory Management Institute 


Total Preventive Maintenance, volume XII - Koichi Kimura Page 13 of 67 


An UK friend (Anthony: Tony) spoke me the advantage of Telework eagerly in his e-mail and chat. He 
spoke that at last, | could be freed from the rush-hour of London. | know the deadly rush-hour of 
London particularly the sub-way which was (and is) narrow wide and crowd. He could be freed from 
it and said as next: 


“The advantages of Telework are many and ideal. Because, freed from the rush-hour, because 
of no necessity of going to the office. It is possible to use the time of commuting which is the 
ultimate Muda for my life. It is possible to choose the time to work. Telework is wonderful 
form to work” 


And he picked up other advantage. 


“In London, many companies gather in the city centre, then it causes of soaring rent. Then 
living environment is not good”. 


| thought that it's an ironic stroke of history to hear from the UK friend. Because the origin of office 
work is London. At the Industrial revolution (18th ~19th century), the commerce & industry were 
changed to urban type. And the pioneer was London. Therefore, it is possible to say that London is 
the place of origin of office work. And, | felt the irony in this UK friend talking very happily. 


He also told me that now it is possible to work with Telework as same as working in office. | think his 
case is very lucky in Online environment. At present UK has sufficient background for Telework. One 
of trigger was the London Olympic (at 2012). At that time the Government strongly pushed forward 
the Telework to avoid the congestion in London. 


Online environment another word Remote environment is constituted of next 3 conditions: 


1) The capacity and robust Online Platform. 
2) The spread of Digital Settlement and its recuperative powers. 
3) The proof stress capacity of internet against Traffic spikes. 


It hasn’t been long since he started the Telework. But he seems to be satisfied. 


He told me the mind of UK people to Telework with recent statistical data investigated as next. (Data 
date; Jul 2020) 


o More than 50% of people want to work with Telework. And, 
o Wishing Telework once a week; 81% (in 50%) 
o More than 3 times in a week; 33% (also in 50%) 


Still UK situation is sound. But his wish is to work with Telework 100%. 


It is quite true that COVID-19 is changing the working mind and form rapidly. People think the work & 
life balance, Muda of commuting times, with family, country life, health education of children, 
escape from city, working space (study) in home. 


On the other hand, management considers the employee's work & life balance, health (including 
mental health), satisfaction, engagement, motivation, productivity & output, stability ratio and 


assessment of performance & evaluation & salary system. 


Again, Telework is one of tide and | never deny it, but | recommend to use it as one of working form 
and mix other working forms (office work, remote work). 


For your reference | pick up and write my concerns of biased working form to Telework. 
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The mailing communication with this UK friend. And, according to a mail, he works hard in his study 
and sometimes forgot time and work. 


| know him and he is the type of immersing himself in work. 


A Overworking 


It is one of concern area. And, there are 2 cases. One is like his case of immersing himself in work. 
Another one is more serious. 


A person has a compulsive desire to appeal his/her effort. And, the means are the out-put and the 
process. As you understand, Out-put is easier to evaluate relatively. However, there are the types of 
work which are relatively difficult to evaluate with out-put such daily routine job. 


If working in office, it is possible to work in time and even though not finishing the work, it is possible 
to judge to continue tomorrow. 


Managers and supervisors also cannot observe such hidden overworking. Therefore, they need to 
pay attention the subordinate's task volume and mind dialogues with them. 


A Sleep 


| know him very well. He loves his work and devotes himself to his work. And, | wrote and advised in 
the reply: 


It is too easy to overwork in devoting to your work and is not pain. 

Don’t overuse to spoil body, but use it strategically. 

Sleep is important. And, let a sleep be a strength, but not it be an obligation. 

We work in overwork without realizing, because of getting used body to fatigue. 

Is productivity up, if working in reducing sleep? ...No, it is not and is against. 

You may say that it is possible to concentrate to the work even though overwork. But again, | 
say "No, it is not and is against". 

You need to take sufficient sleep. 


(Qe 


Brain makes huge amount of information processing, Seiri and re-construction. After sleep, 
new connection nerve is constructed. And it becomes to be possible to find various solutions. 


Brain can unite the disjointed information in REM sleep (Rapid Eye Movement Sleep). 
It is important to separate truly important thing from the choices which don’t matter or are average 
good and prioritize. However, truly important things are very rare and most of the things are 
rubbishes. And the biggest trouble of lack of sleep is to deteriorate the capacity of identifying the 
things and not to be able to prioritize. 
Again, it is too easy to overwork than work time control. But it is required to Self-Control. 


This work is licensed under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License. S 
To view a copy of this license, visit http://creativecommons.org/licenses/by-nc-nd/4.0/. 





Factory Management Institute 


Total Preventive Maintenance, volume XII - Koichi Kimura Page 15 of 67 


4 


Why | write this sleep firstly do... Another UK friend (Mike) who | write the conversation with him 
later is in contrast to him (Tony). However, both of them have the troubles of sleep. 


Human 


At the beginning | wrote that | don’t like Telework. Thus, Telework means working in home (alone) or 
working away from the office (alone). And, now | write about the reason: “Because Telework is 
against to the human nature”. 


As you know Homo Sapiens appeared between 400,000 and 250,000 years ago. And, Human 
developed himself also made a society and developed and expanded. Thus, driving force was (and is) 
the move and crowded (Group). 


Human developed his society with relationship between people. Again, when looking the history of 
human, people crowding and its acceleration - scale of move expansion - development of urban 
civilization - information society - explosion of population and move. Such cycle chain was the history 
of human. 


At present COVID is cutting off the relationship which is essential to maintain and develop our 
society. And, It is quite true that human is trying to confront to such situation with technology. But 
still there are concerns. For instance, eating... 


Let us look at the case of company cafeteria. The function of cafeteria is not only the eating, but also 
the gathering. Unfortunately, under the current COVID situation, it is limited or prohibited. Human 
nature is the eating together. Other animals are basically eating alone. 


Eating is one of essential lubricant which keeps or develops the smooth relationship and has the 
function of making new friend, reconciliation, rest and is not the function of just supply of nutrition 
and vitality. 


Telework is the act of staying home (and study). It becomes a stress of a person. 


In the Tokyo declaration there are the phrases of "Stay home", "Social distancing" and "New living 
style" which is the meaning of keeping distancing from direct relationship. But an essential factor of 
human is to keep connection with various people with some sense of distance. It is the figure of ideal 
home. 


And COVID19 disturbs it... It is one of serious problem as a human. 


Society 


Is Telework the future figure which should be? ...I think it is against to the human nature. When 
looking this problem from society, Telework has the bias of prioritizing of individuals than circle of 
people with relationship, division between people and it may promote the demolition of society. 
And, a company also is a part of society. 


It may be exaggerated and absurd. In this way, you may say that it is absurd, because we have many 
technical tools to supplement the situation, even if we introduced full work with Telework. 
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Yes, you are right. And | also would like to believe that Telework affects and gives a damage to the 
constitution of society but it is a little. But still, | have a concern. Because the complex influences to 
isolation by the civilization tools such Amazon (for shopping), Uber eats (for eating) and additionally 
Telework with ICT. 


And people become to think that communication with people is troublesome. Thus, Kick-the-cat? 


Social distancing!? ...“Social Distancing” is really physical separation of people where in the 
circumstances, where there are crowds you remove yourself from very close contact. 


This is one part of speech of Professor Anthony Stephen Fauci‘ for the countermeasures to COVID- 
19. | take it out on this word "Social Distancing". | understand the meaning. However, | hate it. 


Because the original meaning of "Social" distancing is to take the distance from "society (a gathering 
of people)". But people shouldn't take the distance from society. Therefore, this word must change 
to (for instance) "Physical Distancing". 


| know, | know what he wished to say, but never social distancing. 


3-Mistu is much better than it. 


A Company 


Company is KAI-SHA (#4) in Japanese. And, KAI is the meaning of Gathering people. SHA is also the 
unit of gathering people. So, COMPANY also has similar meaning: COM is the meaning of together. 
PANY is the persons of eating pan (bread). Both of Kaisha and company express the meaning of 
gathering people. 


And when accelerating the style of Telework, the concept of a company might be changed in some 
types of companies. And, it might be no serious problem if the use is short term. But if just Telework 
to be used long or permanent term, a company will be harmed. 


Gathering people. 


My biggest concern is to deteriorate the effect of “gathering people” which is essential to constitute 
the diversity. | have written the importance of diversity in somewhere. One of strong point or merit 
of gathering people is the diversity, which is essential for company's development. 


The dissemination of Telework makes it difficult people to get to know each other. And, it becomes 
difficult to see the corporate culture. 


3 Kick-the-cat: Kick the cat (or kick the dog) is a metaphor used to describe how a relatively high-ranking person 
in an organization or family displaces their frustrations by abusing a lower-ranking person, who may in turn 
take it out on their own subordinate. 
https://en.wikipedia.org/wiki/Kick_the_cat#:~:text=Kick%20the%20cat%20(or%20kick,out%200n%20their%20 
own%20subordinate. 

4 Anthony Fauci: [Eng] https://en.wikipedia.org/wiki/Anthony Fauci 

[Spanish] https://es.wikipedia.org/wiki/Anthony Fauci 





This work is licensed under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License. S 
To view a copy of this license, visit http://creativecommons.org/licenses/by-nc-nd/4.0/. 





Factory Management Institute 


Total Preventive Maintenance, volume XII - Koichi Kimura Page 17 of 67 


A company has other functions such chattering with coffee break, eating together in cafeteria which 
effect to create vague discussion. Such vague discussion with various persons affects to create new 
ideas. And new ideas are grown with the cooperation of beyond the departments. 


We know that Telework is a trend with the development of ICT. There are various tools for making 
communication. But one of biggest defect of Telework is difficult to share the aerial feeling which is 
to get a feel for the atmosphere of a place by everybody who attend the meeting in (for instance) 
Zoom. 


Feel for the atmosphere of the place!? ...If we make a dialogue or meeting in face to face and share 
the same air, the bodies will synchronize and respond naturally. When we talk face-to-face, and 
when the atmosphere becomes loose, our bodies also become loose. If remote, it doesn't happen. 


Human being has 5 senses (sometimes it is said to have 6 senses.). And when making conference 
with Zoom, it is only used the 2 senses. And, if we are remote, we will not use other physical 
sensations. 


A company = Gathering various characteristics (diversity) = various communications and there is the 
vitality of the company. 


A company has this function naturally. But Telework has tends to spoil it. And, if just Telework is used 
the company shall decline when looking in middle and long term. 


It is true that at present there are various communication Online tools. Online tends to be the place 
of sending one's thought unilaterally than face to face discussion or dialogue. 


| wrote the importance of Eating (in cafeteria) before. A recommendable thing is eating & chattering 
with various persons. 


Chattering. 


It seems to be Muda. But it is never be a Muda, and is important as a vitamin of communication, 
creating new idea and keeping good relationship. Moreover, | wrote the importance of psychological 
safety in Employee Engagement in TPM-10°. In this point of view (psychological safety), chattering & 
eating together is very important. 


Please never forget that a new idea to be created on the other than job process. 


Activation of the organization 


Again, Telework is current trend (unfortunately). However, a company shouldn’t forget the risk to the 
activation of organization. 


Can your company keep the activation of organization in spreading Telework? ...Keeping activation of 
organization is affected by personnel © Condition of mental & physical, @ Ease of working and @ 
Worthwhileness (meaning) of working. And, these 3 elements are affected mutually. 


> TPM-10: [English] https://archive.org/details/tpm10employeeengagementoilcontrol 
[Spanish] https://archive.org/details/tpm10elcompromisodeltrabajadoryelcontroldelalubricacion 
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Naturally, there is the personnel activation. However, 
Activation of Personnel # Activation of Organization. 


It is not that there is the Activation of organization, even though there is the Activation of personnel. 


Activation of organization = Aggregation of Activation of personnel. 


Telework is one of good tool for working. However, it works to the dividing the mutuality rather than 
the effect of aggregation of personnel. Another word, there is a risk of weaken organization in 
Telework expansion. And, the ultimate division of mutuality is turnover from the company. 


| have a concern of turnover increase. Thus, Turnover has 2 cases which are the case of active and 
passive. 


The case of active turnover is that a person who has active mind to his/her working considers the 
turnover from the company to seek better Ease of working and Worthwhileness of working and 
challenges to new environment. 


| think the Telework expansion promotes above trend. An, if the company won’t provide the 
personnel Condition of mental & physical, Ease of working and Worthwhileness of working, it would 
increase turnovers. The increase of turnover is very natural phenomenon in a company who cannot 
provide these 3 elements. 


Again... When looking the phenomenon of turnover, there are 2 cases which are passive turnover 
and active turnover. 


An active turnover is the turnover which can make the wish come true. And, passive turnover is the 
turnover to escape the current environment, because of a deterioration of mental and/or physical 
health. 


Ease of working of employee is important factor for the activation of organization. And, Telework is a 
good tool for Ease of working. This pursuit for Ease of working is necessary, but is no relation to 
Worthwhileness of working. 


In the age of Telework, it creates serious matter which is to tend to individualism than group activity. 
And it harms the organization. 


Thus, in the trend of Telework, how can you provide or keep the balance of personnel Condition of 
mental & physical, Ease of working and Worthwhileness of working? ...The key environment is 
mutual trust (company & employee and employees). 


And now, related about one of turnover issue... It is not possible to rest assured even though the 
turnover rate is low. And, it is not possible to say that low turnover rate to be equal to the good 
activation of organization. Because of low worthwhileness of working. 


A person who doesn’t like his/her company, but doesn’t want to quit, because of not to want to 
change the working environment and/or to endure for earning money. Such person is lethargy. Of 
course, increasing such employee damages, the activation of organization. 
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Problems of Telework 


There are 4 essentials to make Telework or Remote work: 


1) Information security. (As | wrote before) 

2) Administration of employee's personnel affairs, diligence and indolence, salary. 
3) Motivation management. 

4) Job follow-up and evaluation. 


Then the key elements for the success of Telework are: 


1) To realize same communication environment as to be in the company (it is almost 
impossible, but as much as possible). 

2) To work as same as to be in company. 

3) Notto let employees have the doubt about the job evaluation and salary system. 


To support above 3 elements, it is useful to use the communication tools such Zoom, Slack, virtual 
cloud office to realize the office feeling in (for instance) the speaker to be always ON®, but camera 
and mike to be Off. And the environment which the person can switch ON and Off in the cloud office. 


A Evaluation of working. 


Telework tends to evaluate employees with just results. But how would we do the employee's 
evaluation. 


Evaluation with just out-put and result against the mission given is easy. But it is also important to 
evaluate how created a new challengeable target and how challenged to it and approached to the 
success by employees. And, what a manager's task is? ...ls he a just judge and process controller? ...If 
he is, it is no necessary to hire a person and is enough to use Al. 


The biggest task of manager is let his subordinates succeed. And to do this he needs to make face to 
face dialogue with them. You say that it is possible to make face to face dialogue with through ICT. 


Yes, it is possible in virtual space. But still, | recommend to do it direct conversation. Still, you may 
say it is possible to make frequent dialogue with ICT. And of course, it is possible. Thus, face to face 
dialogue with Mobile phone? ...Better than nothing. But it is never recommendable. 


On the other hand, how does an employee wish to work in company? ...As | wrote in before page, 
worthwhileness of working is essential. 


Employees wish not only to earn a cost of living, but also to be evaluated their working fairly, to grow 
up themselves with through the experiences & self-learning in the support of the company. Some 
person wishes to level-up his skill. Some person wishes to become a manager or higher status in the 
company. Some one wishes to develop his carrier beyond current work. And some one wishes to 
make a change. Therefore, a company can get a dynamism. In this way the nature of a company is 
the gathering various people. 


Again, Telework tends to evaluate employees with just output. And it is never sound as a company. 


6 Office Sounds Ambience (sample): https://www.youtube.com/watch?v=fuwGT88P- 
RU&list=RDu57tvlypVxY&index=2 
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Next Fig. is an evaluation table (I think | introduced this in somewhere.) 


WORKER’S EVALUATION SAMPLE 












































GOAL ROAD RESULT 
4 4 2 Weighting of the processes. 
ISSUE Goal Road Result 
A 3 4 5 Example of a person. A, B, C 
ideas. And the evaluation 
B 4 4 
5 which is based on the 
C 3 5 4 dialogues with his manager. 
EVALUATION 
ISSUE Goal Road Result Total 
A 3(12) 4(16) 5(10) (38)/50 
B 4(16) 4(16) 3(6) (38)/50 . 
Final 
C 3(12) 5(20) 5(8) (40)/50 evaluation 
at the end of 
financial 
Total (40)/60 (52)/60 (24)/30 (116)/150 ea 























Again, it is important to bring-up employees. And, one of key point is the dialogue. Thus, how a 
manager can keep frequent dialogues with his subordinates? 


And he needs to evaluate from the target setting, the process and to the output. In every process the 
manager is required to make deep contact with subordinates. The most important thing is to let 
subordinates succeed to their targets. 


It is quite good idea to provide Online Chat room, Online small meeting and Online counselling. Also, 
it is good idea to provide Online cafeteria, Online party. These ideas are already implemented in 
corporations to keep communication. However, is it sufficient in management particularly keeping 
the effect of diversity and bringing up employees? 


A Problems of Telework 


How does the employee feel Telework? ...| wrote the voice of my UK friend who is happy so far. 
However, it shouldn't be forgotten that there are various (characteristics) employees. 


Next is the voice of my old friend (also British and also beginner of Telework): Initially he appreciated 
the introduction of Telework as well. However, when making communication with me regarding the 
problems of Telework, he told me one fact which his working volume is increased comparing to the 
office work. 


Thus, why the work volume is increased? ...The problem is "information sharing". And, why? ... 
Information sharing is of course good thing. But. according to his mail, recently the schedule of 
Online meeting is very much increased. Because face-to-face dialogue and the propagation are 
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decreased in Telework and for instance a little thing which can be discussed and resolved with face- 
to-face dialogue or chat also is required the Online meeting with the name of "information sharing". 


To resolve this thing, he tried that during the daytime Online meeting, he muted the video and 
microphone and listened only to the voice, and then did another job, but he couldn't concentrate on 
either, so he quit this method. And, he continued and told that somehow my odd jobs have 
increased. He expressed another serious trouble which is the process of decision making. 

Next is the dialogue with through Hangout. (Me and Mike) 

— | have a concern about the process and ideas creation —Asked me Mike. 


— What's problem you felt? —I asked him. 


— Atheme was discussed. It was suggested by a person and he appealed an idea with a paper 
written with PowerPoint —He answered. 


— It is good thing, isn’t it? He prepared his idea with PowerPoint and made the presentation —| 
pointed out. 


— Yes —Mike answered—. He provided a very good PowerPoint and appealed how his idea is good. 
And the discussion was proceeded in line with his idea. 


— It is good thing, isn't it? —I said—. Also, it is possible to reduce meeting time. 
— Initially | also thought so —Mike doubt—. But | felt something wrong. 
— What's wrong? — | asked—. One leader pulls other to his idea. 


— That is the trouble —Mike gave the clue—. It is indeed that other attendees expressed their 
thoughts. But their thoughts also cannot be escaped from the frame which is in line with his idea. 


— And why didn't you express your thought? —I questioned. 


— | made. Of course, | did —Mike insisted—. And my thoughts also were recorded in the 
Whiteboard. 


— Weren't your and other attendees’ thoughts which were recorded in Whiteboard discussed 
deeply, were they? 


— No —Mike pointed out. 
— And was his idea good? 


— Not bad —Mike doubt just a little—. But my concern is that it may not possible to establish a free 
talking. 


— | confirm you. The theme was announced in advance? —| asked Mike. 
— Yes, it was (and is) —He assured—. 


— If so the answer is quite clear. You also provide some PowerPoint or paper. 
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Mike was sighing in the meantime he was thinking. —Nevertheless, this young leader makes good 
PowerPoint materials and good speech with exaggerated gesture. 


— Jealousy? Ha, ha, ha... sorry it was a joke — | said and | answered—. My opinion is that stopping 
Zoom meeting for idea creation. 


— Your suggestion is to stop internet meeting, isn’t it!? 


— Please don’t misunderstand —I tray to point out—. | don’t deny TV conference. But | say that it is 
not suitable Zoom conference to create new idea. And, you must use useful tools such Zoom, Slack, 
WhatsApp, Hangout for improving work performance. But... Do you remember KJ-method’? —| 
asked. 


— Yes, | do —Mike answered surely. 


— One of method is to idea with a word (card) which was generated by another person. Imagine... 
When using Whiteboard, you also generate ideas with other person's word or idea (affinity diagram). 
And if using Zoom, it might be difficult to follow this idea creation process —| pointed out as one 
idea. 


— | think so too —Mike agreed. 


— Again, don’t misunderstand. Telework, Remote work are good tools. But if you wish to make the 
meeting for new idea creation, office work (gathering people) is necessary. By the way... —I doubt 
for a while. 


— By the way? By the way what? —Mike questioned—. What do you want to say? 


— This is a second-hand knowledge which was taught by my friend. When making a (for instance) 
@ Zoom conference, it is necessary to provide next things: Firstly, it is about make-up and clothes, room 
illumination and camera position. Now we are chattering with Hangout. And, from me very frankly 
—1|confessed—, | say you looks like a sick person and gloomy. | know you have good presentation 
skills. But unfortunately, you look like gloomy and cannot attract other attendees. Therefore, please 
pay attention to your appearance and also illumination of your study —and | continued. 


— Secondly, it is about mix of digital and analogue. Please, make a meeting rule based on the 
purpose. If it is used for the purpose of idea creation, the PowerPoint should be just theme and the 
background (why it necessary is.) and not made one side presentation. Use whiteboard and 
nominate one recorder. Leader should concentrate to make sound management of meeting... 


— So, digital and analogue which is the meaning of Whiteboard in Zoom conference. Mike, how do 
you think? —I finally asked Mike. 


—Gloomy? Mmmm —He doubt—. Thanks for your suggestion. | will discuss other persons about the 
meeting rule. 


| omit the rest of my conversation with Mike for a while, because it could be redundant about the 
proposal of this speech. 


metodo-kj/mode/2up English: 






This work is licensed under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License. S 
To view a copy of this license, visit http://creativecommons.org/licenses/by-nc-nd/4.0/. Pactory Manamemont Institute 





Total Preventive Maintenance, volume XII - Koichi Kimura Page 23 of 67 


4 


Telework preparation. Cyber security. 


My UK friend told me there are some difficulties about the preparation of working environment such 
working table & chair, computer, Wi-Fi environment and comfortable working space. But basically, it 
was easy to start. 


Easy to start!? ...By the way my son-in-law is an IT engineer. He commuted from urban Chiba® 
prefecture to central Tokyo office. But now he also has begun Telework. 


His biggest concern to start Telework was "How to prepare to a cyber-attack" and to keep cyber- 
security. 


Although become detour, let's consider the function of office. Thus, what is the necessary function of 
an office? 


1. Giving sound working environment: facilities, comfortability (illumination, air, noise & 
vibration, pleasant sound, temperature, distance, pictures & flowers & plants and 
convenience (to work). 

2. Space: Gathering people, store of facilities and rest. 

3. Security: Physical and Cyber. 


As | wrote before Telework is against the basic function of company which is to gather people who 
have same purpose. Ideally it is necessary to provide above environment in your home. And, in here | 
would pick-up the problem of cyber-security. 


When | made a dialogue with through Hangout with the UK friend, he said that it is easy to switch the 
office work to Telework. 


—I|had my desk-top computer in my study where is quiet and of course Wi-Fi is provided —Mike 
informed me—. Therefore, | could provide the necessary environment for Telework. And just | 
needed to bring one memory stick which | installed necessary data and installed to my desk-top. 


—Oh —he admitted—. Another one preparation | needed. It is to install the application such Zoom 
and others to make Online conference. And, when | drank with my son-in-law, | told this story, he 
expressed in the next way: — It is indeed enviable. | have no study in my apartment. In the first place 
my room is just one room. Ha, ha, ha. Still, it is enviable. But father —he told me—, It might be 
necessary to advise him that his Telework is quite risky. 


— Risky? ...Risky to what? —I asked incredulous. 

— Cyber-security —He answered me firmly. 

Next is the second-hand knowledge from my son-in-law: 

Conventionally the majority of his cases (his clients) have focused on cyber measures in the office, 
assuming that employees work in the office. However, when his company started free consultation 
(from June for a limited term) on cyber measures for working in home and he has received the 


requirements and inquiries from various companies (regardless of industry and size) about cyber 
measures for working from home. 


8 Chiba: [Eng] https://en.wikipedia.org/wiki/Chiba (city) [Spanish] https://es.wikipedia.org/wiki/Chiba (Chiba 
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And it is quite clear that it is necessary to take measures on the assumption that there is a place 
where the cyber-attack cannot be prevented, such as it is an employee's home. 


And for the countermeasures, it is necessary to prevent next 3 categories: 


1. Prevention by means a VPN (Virtual Private Network: such corporate LAN): 
It is essential to prevent the cyber-attack to the VPN instruments. 
VPN instruments are a good target for a malicious person or group. 

2. Cyber-attack to the personal computer: 
If in the office, a system administrator can immediately deal with a cyber-attack but it is 
difficult in a remote environment such as working from home. 
And as the measures it is effective to introduce EDR (Endpoint Detection and Response) tool 
which is a mechanism to detect and block suspicious behaviour. 
My son-in-law recommends strongly to install it rather than use of commercial antivirus 
software. 

3. Intrusion to Online conference: 
Now as a tool of Online Conference, Zoom is popular. However according to his saying, it is 
easy to impersonate an attendee and to intrude to the Zoom meeting. 
Pay particular attention to impersonating intrusions. 
If the conference is eavesdropped, it could lead to serious damage such as leakage of 
confidential information. In particular, if you get involved in a conference with a large 
number of people, it will be difficult to notice suspicious persons. 
He advises, "Before the conference starts, it is necessary to incorporate a mechanism for 
asking for a name and confirming the face." 
Also, he pointed out that "a fake meeting invitation should be watched". ("Password 
harvesting fishing") 


He was also concerned about the cyber measures for Telework, it is difficult to establish perfect 
defence measures. First of all, it is essential to take measures based on the idea that people and 
systems cannot be fully trusted. 


By the way again the dialogue with this UK friend. 


— You like 100% Telework, don’t you? —I asked Mike—. But if your company's office were in a forest 
which is fresh air, quiet, cool and you can communicate with your colleagues in the place of course 
with necessary office environment, which is better for you London urban office or forest office? 


— Of course, forest office is better. Why? —Mike questioned me. 


— One more question Mike. If you could work in a better environment office like as forest office, 
which do you prefer to work in Telework in your home or the forest office? 


— Mmmm —he hesitated for a moment—. Probably | like to work in the forest office with my 
colleagues. Of course, with one of important condition which is no rush-hour. And, if we could gain a 
wonderful working place like as big scale remote work in suburbs, it is much better for us... 


— But —Mike continued— of course the freedom of choosing working time might be limited. But as 
a company a little big scale remote work style is better in future. 


— Very good Mike. So —| asked him—, why your company insist to keep company's office in 
London? Is because it near to customers office? —And | pointed out— of course, it is important to 
make communication in face to face. But | think most of necessary communication can be replaced 
or done with Online. 


This work is licensed under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License. S 
To view a copy of this license, visit http://creativecommons.org/licenses/by-nc-nd/4.0/. Pactory Manamemont Institute 


Total Preventive Maintenance, volume XII - Koichi Kimura Page 25 of 67 


— That's right —Mike replied— Company's office also should be considered the location, because of 
the cost and employees working environment. 


Various persons and nature of work 


When introducing Telework there are considerable points which are the personality of Employee and 
the nature of the work. 


1) Personality 


In a company there are various characteristic employees. And, it is the strong point for the company 
in the meaning of diversity. In TPM-10 and Employee Engagement”, | have introduced the items of 
motivation classification which was taught by my old friend. (At a later date, | could know the 
resource which is "classification of motivation" by Caliper Co?°.) 


Once again, | introduce this as next: 
@ (45) Manager provides the stage to raise motivation. 


Manager should be taught not only the importance to provide the stage, but also how to 
diagnose personality of subordinates. 


According to my old friend who was an expert of Human Resources, when providing the 
stage or giving job to subordinates, it is important to know accordance with the diagnosis of 
individual personality. And, he taught me that different people have different motivation 
requirements and had shown me next personal classification. 


Question items for Classifications are next 9 items: 


Desire for influence 
Sociability 

Desire for good impression 
Desire for thanking 
Personnel control 
Restoring force 
Thoroughness 

Controlled by external 
Imminence. 


19. COS. OI WN 


1. Desire for influence. 


This indicator shows an internal desire to persuade others, and persuasion is thought to gain 
a personal sense of fulfilment. 


°TPM-10 & Employee engagement [ENGLISH]: 
https://archive.org/details/tpm10employeeengagementoilcontrol 

TPM-10 y El compromise del trabajador [SPANISH]: 
https://archive.org/details/tpm10elcompromisodeltrabajadoryelcontroldelalubricacion 


10 Caliper Corporation: https://calipercorp.com/ 
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A person who shows a high index in this index cannot forbear the desire of persuading others 
in all things, and tries to make his opinion acknowledge in any way to satisfy his desire. 


The desire for influence is not the same as natures such as ambition, aggression, ability of 
taking action, and hard worker, but just ego. 


2. Sociability 


People with high indicators in this indicate will prefer to interact with people or work with 
people. In particular, they tend to be excellent in building one-on-one relationships and tend 
to emphasize teamwork. In general, these people are good at expressing themselves and are 
good at keeping people in a team. In fact, these people are always looking for situations 
where they meet and have conversations with people, and they don't like the job of being 
isolated and working alone. 


3. Desire for good impression 


A person with a high number of indicators would be a diplomatic and vibrant optimist. This 
person is active and likes to work among many people. This person can be said to be 
“superficial goodness of person”, but it means the natures that allow pure enjoyment of 
social places and situations. 


4. Desire for thanking 


People with high numbers in this index prefer to do something for others and have a strong 
service spirit. And this person needs to be seemed favourably, and will do his best to be 
recognized and appreciated by the people. 


5. Personnel control 

Person with high numbers in this index will have strong independent spirit. 
Such person will set his own goals and manage his actions. 

6. Restoring force 


This indicator shows the ability to successfully overcome refusals and rejections from others, 
take criticism positively, and use it as effective advice for further growth. A person with 
normal and healthy resilience has a positive image of himself, and can be said to have high 
“internal strength” or mental strength. Person who appreciates his goodness and is satisfied 
with him will be able to fully demonstrate his abilities. 


On the other hand, person who does not recognize his goodness will be dissatisfied with 
himself, self-critical, and feel a big difference between his negative image and his ideal 
image. He has a conflict within himself and wastes his spiritual energy by continuing to feel 
inferior. And the goodness and individuality of the person may be further diminished, or the 
person's own ability may be wasted. 


7. Thoroughness 


A person with high numbers in this index is cautious and has a sense of responsibility. 
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It is not always careful to pay close attention to detail, but will never spare any effort to 
complete a given mission. Those who have a low index will work faster and give priority to 
speed, rather than polite and thorough work. 


8. Controlled by external 


A person with high numbers in this index attaches importance to rules and regulations, 
frameworks and procedures given from outside. He respects the authority of companies and 
organizations and prefers to work in generally in an environment with a clear framework. 


9. Imminence 


This indicator shows a sense of inner urgency that things must be put away immediately. 
Person with very high values on this indicator is short-minded and tends to have unrealistic 
expectations. Person with low numbers on this indicator may be patient but indifferent in 
time. 


It is very interesting classification. And, when classifying subordinates, it is necessary to combine 3 
ways: 


1. One is watch and investigate personality in taking time. 

2. One is to collate the diagnosis by manager and self-diagnosis by subordinates themselves 
and dialogue. 

3. And one is face to face meeting (1 on 1 meeting) to survey the classification. 


Then a manager requires to have such diagnose skill. 


As | described before, a person has above 9 characteristics, even though there are the difference of 
strong or weak to the individual items. And, a person and/or dialogue with another person can 
diagnose his/her personality with 1, 3, 5 evaluation: 5; STRONG, 3; SO-SO, and 1; WEAK. And use 2 
and 4 for middle evaluations. 


Based on above presentation, it is possible to diagnose whether a person can endure Telework with 
keeping good performance. For example; 


e A person who is suitable to Telework is "8. Controlled by external" 
e A person who is unsuitable to Telework is "2. Sociability". 


| omit the detail explanation. But it is necessary to pay attention the employee's characteristics when 
introducing Telework. And it is true that at least Telework doesn’t give the better influence to the 
employee engagement. 


As you can imagine, there are the works to be suitable for Telework and not suitable. 


For instance, one Freelance: Freelance is generally refers to a person who does not belong to an 
organization (company, public institution, etc.) and undertakes the work individually to provide value 
and/or technology. There are various formats for receiving rewards from contractors, such as hourly 
wages and performance rewards. In addition, there are many trends in the creative industry such as 
writer, photographer, designer, programmer, composers and lyricists. 


For these people who can define their work and skill, Telework is good measures. But it is also true 
that many (no, most of) employees of companies cannot define or recognize their strong points (in 
mentality and hidden skills). 
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And also, most of employees don’t know their strong point and proceed their job in the rule which 
has been decided in division of labour in a company. 


Yes, their working style is "work to time" and they are not familiar to "Work to output". 


A company will be required to review the labour regulations and the standard of job evaluation. And, 
the trend of results-oriented will become the main stream. 


2) In organization 


The trend of Telework affects to decline the sense of unity with the organization and more over 
affects to decrease in willingness to contribute to the organization and decrease in sense of 
belonging to the organization. It may true that temporarily the satisfaction of life is increase. 
However, it accompanies the loneliness in the organization. 


Sense of loneliness becomes from the difficulty of sharing his assignments with his peers. (Even 
though making and using Online conference.) 


Again, | said the importance of diversity. And, working online makes it clear who can and cannot raise 
issues and plans, and those who play a role as a lubricant in the workplace are not appreciated. 
There are short-term benefits to management in terms of assessing employee abilities. 


However, the things and chats what appear to be useless can lead to new things and spark 
something. And, completely depriving such opportunities by Teleworking will be a disadvantage in 
the medium to long term. 


How can we do? ...Recommendable idea is: Remote work with group. And the day of all employees 
going to office. 


3) Trust relationship 


A trust relationship is established based on an empathy and physical sympathize (sharing air). And 
this phenomenon is generally same in not only human but also animals. 


As | wrote before, human (or animal) has 5 senses. Then a trust relationship is got with not just sight 
and hearing, but with using all 5 senses. Therefore, it may be difficult to establish a trust relationship 
with just ICT (Mobile phone, Zoom or Online conference). 


And if you wish the good effect with Telework, it is essential to establish the trust relationship with 
your friends before start it. 


4) Keeping motivation 
Let's make QCPD activity in the term of Telework. 


Recently | recommend and am teaching the activity of quality improvement with QCPD (QC Process 
Diagram or Quality Control Process Diagram) and standardization in this COVID disarter, in Online 
teaching. 


The step of this QCPD implementation by Telework is: 


1) Establish a group (more than 5 persons) with considering diversity (involving Gemba person) 
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2) Making QCPD in computer. 
a. Analysis and write down the very detail process. 
Photos of the detail process (to imagine the process easily) 
Description of work procedure of each processes. 
Description of quality points. 
Deciding and filling out the investigation items (Standard, Inspection method, Inspection 
tool, Recording method, Current evaluation (in 1,3,5 method) 
f. Writing down the weak points and/or potential problems. 


ooo 


Maintaining and revising QCPD. (In computer)... 


3) Online meeting (Telework) 

4) Creating Kaizen ideas. 
a. Reviewing the ideas from point of view of Gemba. 
b. Standardize. 

5) Revising the QCPD. 


Due to this COVID disaster, this company had to stop Production & Office Gembas. And, he required 
to do the Telework to the Office Gemba employees in February 2020. And, a director of this 
company required me my suggestion how to keep their motivation. 


Then | suggest to make group Kaizen activity in the Office Gemba. This company is doing QC-Circle 
(Quality Control Circle) in production and Office-Gembas. But the activity of office Gemba was 
sluggish. 


| said that it is (unfortunately but) quite good opportunity to improve the office quality. You have the 
concern about the sluggish activity and also the office quality. Then, it is good opportunity to activate 
Office-Gemba QC-circle. 


As usual, let them (each groups) make QCPD firstly. But you need to permit them to go office 
sometimes. Again, it is good chance. And please, give them special tasks. 


The Office-Gemba of this company had been established 7 Kaizen groups, but were sluggish. Thus, 
the aims of this special Kaizen activity in Telework term were: 


1) (Of course, the quality improvement) 
2) (Education and training of QC improvement) 


But main aim is... 
3) One same target (which is shared the empathy and contributes to keep or establish the trust 
relationship and to be maintained employee engagement). 


This activity is continuing along September 2020. The groups are making Kaizen ideas in QCPD for all 
office works, which are unnecessary work found, spanning other departments, short process, and 
long process. 


But one problem was occurred; There is a newcomer in a group. This person (she) joined this 
company in the midst of this disaster. Therefore, she hasn’t gone to the office yet. And, this director 
told me his concern about her motivation & employee engagement. So, this director's concern is 
quite natural. 


| suggest him as next: 
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“It is quite good opportunity. Please, advise to this group to make remote work. But of course, 
involving this new employee. Group meeting in face to face in the remote work (with 
tea/coffee and snack). Then teach her QCPD some jobs with through DPCC. Which require 
fresh eyes (doubts, questions) to identify problems and solutions. 


It is essential to establish the trust relationship for the success and future job. And, it is quite 
true that it is not possible or very difficult to establish trust relationship with just ICT. A 
Telework is possible to be established precisely because fellows know each other. 


In other words; A human cannot establish trust relationship with a person of first meeting. It 
is the limit of human. (An animal can establish it with for instance smell.)” 


Then my suggestion to the director was: 


“To help and promote to establish or maintain trust relationship. And, not to reduce the 
opportunity of face-to-face communication. 


To promote or provide the place of laugh. (Specially for in the middle of disaster) 
Laughing? ... Yes, laugh. The director asked me back. And | explained the power of laugh as next: 


Why human laugh does? ... First of allan animal doesn’t laugh (extruding primates). Al also 
doesn't laugh. Al and an animal receive a thing as it is. But a human doesn’t. This point is the 
difference human to Al and animals. 


A human is an animal who takes a matter seriously or views as important more than 
necessary. It is so called prejudice (dwell on). And when to be released, he/she can laugh and 
gain a peace. Or against, he/she require a laugh to escape from the prejudice or gain peace 
of mind. 


The big prejudice is that oneself must be a valuable human. And, when human laugh does? 
... There are 3 occasions: 


o One is “A human can laugh when he/she has a margin of mind”. 
© Second is “When determined his/her preparedness (readiness)” 
0. Thirdly is “He/she wishes to escape from the current situation temporarily” 


Sometimes a human is required to open or release his/her mind. Laughing is a vitamin to 
activate brain and mind. 


And, what does the vitamin effect of laugh? ...One is (as | wrote above) to release from the 
prejudice. Another one is to deepen the relationship with others. 


A laugh gives the effect of sharing emotion with other persons. And this sharing emotions 
ties persons to person. 


In a conference | have told to other attendees as next: 
— “Why are your faces so serious? ... One of Kaizen idea is to make peaceful atmosphere. 


There is Laughter yoga™ which is one kind of laughing training. You are serious and it is good 
thing, but too serious.... If too serious, the thinking is hardened. 


11 Laughter yoga: https://en.wikipedia.org/wiki/Laughter_yoga 
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Please laugh. Laugh is a vitamin of brain and mind which effects to massage them” 


Again, Telework is a trend and will be expanded. But Online work with other persons makes it hard to 
see other persons emotions and reduces the no purpose chattering. 


Also, it is hard to establish and maintain trust relationship. And (It is exaggerated to say but) 
Telework causes the division of organization and feeling of isolation. So, it is essential to consider 
how to secure the peaceful atmosphere with laughing when making Telework. 


A Sound Telework 


..For the success of Telework. 


Anyway, Telework and Online work are a trend. And this trend will be continued even though current 
disaster COVID is gone. And the current situation is one of changing point of working style and 
method. 


Then one of important point of view is how do we wish to work. So, Telework, Remote work, Online 
work are one of choice of working style. 


And, a corporation also is required to consider how let the employees work with considering the 
performance of individuals also the employees motivation. In this way we can find the solutions or 
hint in "Employees engagement" which | wrote and is old thinking but still new. 


If itemizing it (solution) for sound Telework: 


1) Understanding each one of employees. 

2) Grasping the jobs (of each one) sufficiently. 

3) Sufficient communication for maintaining trust relationship. 
4) Establishing and maintaining the "working rhythm". 

5) Observation function of work. 

6) Data security countermeasures and observation. 

7) Setting the day of going to office by all. (weekly) 


Recently | have made chats regarding the Telework with managers, and told them as next: 
“Generally, an autonomous routine work increases the productivity when making Telework”. Why? 
..Simple, employees take less breaks than when they are in the office. But it is not good in the long 
run. 


The definition of "Routine Work": It refers to work that is repeated according to a fixed 
procedure, or daily work. 


In the production factory, the work that is repeated for each unit according to the work 
procedure. It refers to work performed in a routine procedure every day, such as preparation 
before the start of work and tidying up at the end of work. 


Work that is performed regularly in this way is called routine work, while work such as abnormal 
handling and measures against sudden accidents is sometimes called non-routine work. 


Even in office work, work that is performed according to daily or monthly procedures is also called 
routine work, and is contrasted with project-like work such as planning and planning new work or 
improving the work system. 
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And managers are required to pay attention such false performance increase. For instance, 
Accounting affairs, a process of production designing. All these can be transferred to Telework from 
office. But a manager needs to lead them to keep correct working rhythm and good mental health 
for maintaining motivation and the health working style. 


Is there an idea? ...One of key point is how let them switching feelings (working to free, free to 
working). But there are many other ideas: Online Morning meeting, Lunch gathering (with correct 
working uniform. Like as to be in office), Online morning coffee chats. Tea break. (Flextime 
employees also attend.) 


Some degree of observation by manager also is necessary. Basically, an employee also wants it rather 
than the complete free. One of idea, which has been implemented in some companies, is to keep the 
situation of "switch on" the Zoom when starting work or to keep the office atmosphere. 


And also, it is good idea to keep the possibility of talk to at any time. If he/she needs to avoid a talk 
to concentrate to the job, he/she shows an analogue sign in Zoom. 


In previous lectures | have introduced the managers of HONDA Suzuka plant. The managers hadn’t 
their working table, although | don’t know the current situation. And, if they need their office work, 
they use the canteen or vacant meeting room. At other time they visit their subordinates or other 
managers to make dialogue. | like these managers working style. Then, using same method and 
making dialogue with subordinate can be an observation function. Of course, the timing is irregular. 


Telework is one of working tool. But attaching too much emphasis to just this creates other adverse 
effects in the long run. Therefore, | recommend the "Hybrid working style" for health combination: 


Telework: working in home (alone) or working away from the office (alone) 
Remote-work: working away from the office with group. 

Hybrid work: Some days in the office and some days Telework. 

Hybrid remote-work: some days remote-work with group or alone, and some days in the 
office. 


Oo © Oo © 


From now the planned hybrid working style is recommendable. And in this way, one of good idea is 
to provide "Working hub" in suitable place for employees. (Rental office, coffee shop, pub, 
unoccupied house etc.) 


Why office is necessary? ...and, what are the things that only office can do? ...It can be said to have a 
relationship with another human. In fact, it is possible to make a relationship with others with Zoom. 
But if you want deeper relationship, it is not enough with only Online. So, an office is suitable for a 
creative work and group work. And, an office should be always creative, even if it's for the employees 
doing routine work. 


Anyway, human wishes to relate others. 
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@G Approval and disapproval 


Regarding the continuation of Telework, there are both trend of "Approval and disapproval". 


| found interesting news about Telework of Yahoo, Twitter and Apple. Thus, Yahoo already has 
decided to stop Telework, but Apple decided to return to office work, and Twitter decided the 
indefinite time Telework of employees worldwide. 


By the way, human is different to Al (Artificial Intelligence), because human has Right-Brain. And, as | 
have written the work of Right-Brain and the importance of EQ (Emotional Intelligence Quotient) for 
company development. 


It is quite true that Telework is a trend as one of working method. But please, never forget, as | have 
written, many kinds of work are (and will be) transferred to Al & Robot. It is said that more than 50% 
to 70% are replaced to Al & Robot. This trend also is one of main stream. 


And, Human is required to work for the work kinds which only human can do. So, what the work 
kinds are... The work kinds are creative work with use Right-Brain and EQ. 


‘ ) EQ (Emotional Intelligence Quotient) 


1Q of emotions. A concept compared to IQ (Intelligence Quotient), which indicates so-called 
"smartness". 


While IQ mainly indicates the development speed of "intelligence", EQ is an index that 
measures the attitude toward work and the degree of interest in human relationships from 
the perspective of emotions. 
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Many socially successful people are said to be good at coordinating emotions. 


In addition to problem processing ability and clerical processing ability, EQ is a more 
substantive judgment standard that captures intelligence from multiple perspectives, such 
as the ability to adapt to the environment and the ability to control motivation for work. 


Therefore, it is used as a judgment material for companies to hire and develop human 
resources. 


According to Psychology Dr. Daniel Goleman”, EQ has the following abilities: 


Ability to motivate oneself and work hard even if frustrated 

Ability to control impulses and endure pleasure 

Ability to adjust one's mood well and not be disturbed by emotional disturbance 
Ability to sympathize with others and maintain hope 


pe OS 


In other words, it is the ability to grasp the emotions of oneself and the other person and 
control one's emotions according to the situation. 


As | have written the importance of Right-Brain which is the resource of an idea & flush. And, 
Telework Online work, these inhibit to get an idea & flush. 


Now let's think what the contents of Telework is. 


A Necessity of Telework 


Is Telework necessary after this disaster? ... Telework is a tool of "working alone in (for instance) 
home with using ICT. 


And generally, it is said that next are suitable work for Telework: Accountant, bookkeeper, 
Administrative assistant, Auditor, financial analyst, Computer programmer, software engineer, Data 
entry clerk, Database administrator, Engineer, Graphic Designer, Illustrator, Desktop publisher, 
Insurance agent, Marketing planner, media buyer, Medical transcriptionist, medical reviewer, 
Paralegal, Public relations professional, speechwriter, Researcher, Market research analyst, Sales rep, 
customer service rep, travel agent, Stockbroker, Telemarketer, telephone order taker, Translator, 
Webmaster, website designer, Writer, Reporter, Editor. 


| don’t know the detail of all above work kinds. Then, | picked up 2 works which are the jobs 
Accountant and Engineering (for instance design engineering). 


Both of them have the processes of "working alone" which can be done in home. My saying is that 
any work has the process of "working alone". So, in just because, is it possible to say that it is suitable 
to Telework? 


For instance, an Accountant; | have some friends of accountant. Also, | had an accountant who 
helped me to provide suitable and timely data and advice in my production department. But the 


12 Daniel Coleman: [English]: https://en.wikipedia.org/wiki/Daniel_ Goleman 
[Spanish]: https://es.wikipedia.org/wiki/Daniel_ Goleman 
https://www.danielgoleman.info 
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accountant job is not only the aggregation of data, but also to discuss with Gemba to provide the 
necessary data with good quality in necessary timing. 


By the way, one part of an advanced accountant work is to make dialogue with Production Gemba to 
hear the needs and to make advice. But, is it possible to replace the process of dialogue with Gemba 
to Telework? ...Yes, it is possible. But | don’t recommend. Because the task of an accountant is not 
only to hear the Gemba needs, but also to understand the necessity to advice better ideas. 
Therefore, it is required to make deeper discussion in actual Gemba. 


In this way, do you remember the word of 3G in Toyota? ...Again, 3G is Gemba, Genbutsu and 
Genjitsu. So, just because of Telework to be a main stream, it shouldn't go away from 3G. 


Now, is Accounting work suitable for Telework? ...Nothing of the sort! 


It must be rephrased to "Accounting also has the job process which is possible to replace to 
Telework". And, it must never be said as lump together. 


Thus, in the case of a Design engineering has some similarities to the previous one. 


Long years | was a design engineering manager. And the work of my department was to produce the 
production design (from the customer's design drawing) for the wiring harness. This production 
designing process has not only deciding the design drawing, but also to decide the materials and 
parts and also the assembling methods with considering the workability and VA/VE*?. 


The process of making design drawing can be done by Telework. But, for considering the workability, 
quality and VA/VE, it is required to visit Gemba including prototype Production-Gemba very 
frequently. And, when looking at the process of design engineering, most important process is the tie 
up with Gemba. 


Now is it possible to replace the process of tie up with Gemba to Telework? ...Yes, it is possible. But 
you never expect good designing work. And, as | write later such jobs which can be done with 
Telework in home alone will be replaced to Al very near future. 


| believe the processes which can be replaced to Telework will be replaced to Al. Therefore, | 
recommend you to plan and consider to introduce Al process for such works. | know that it is not so 
easy to transfer the works to Al in a short time. But the battle with COVID might be necessary the 
long term. 


Necessity of Telework itself. 


Telework is the work which is required to communicate with other members with using ICT for 
making communication. 


| investigated Telework in several web site. And according to the web sites, the suitable works are 
freelance works (such as writer, photographer, designer, programmer, composers and lyricists) which 
have quite few processes which is required to communicate with others. 


These types of industry are the creative work. But when looking at the process these creative works 
also have the processes of planning (Deciding concept, rough story & investigation, cost, market, 


13 VA/VE: [English] Value engineering: https://en.wikipedia.org/wiki/Value_engineering [Spanish] Ingenieria del 


valor: https://es.wikipedia.org/wiki/Ingenier%C3%ADa del valor 
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sales, etc) which are necessary to communicate with others. However, these processes are very 
shorter than actual creative work. 


The web site tells that Telework is suitable for such works. And, | had a doubt... Basically, are such 
works necessary Telework itself, even if there are the process of communication with others? ...| 
believe No. 


When | made a conversation with friends, some friends told me that they implemented Telework 
from the routine works (such accounting and desk works). And, other members also agreed to the 
step and also the indefinite continuation. But | explained my opinion and said: “/t can't be helped 
now, but you should stop as soon as possible”. 


They were in the middle of transferring possible works to Telework. And, they emphasized the 
advantages of Telework, as no necessity of wide office space, commuting, etc. 


Regarding to Routine work. Is routine work non-creative work? ...Above | wrote about routine work. 
And, when looking at the result of Telework in a company, the work which can be done by alone. But 
routine work is easy to be replaced to Al & Robot. So, is routine work such accounting non-creative 
work? ...| say no. 


For instance, Accounting or a Process of Production Designing: The work of accounting process can 
be done in home (as Telework). However, the process of accounting work itself will be transferred to 
Al within very near future. 


Therefore, such routine work process of accounting will be disappeared. But, when looking at the 
total process of accounting, there are the processes of creative work required. Because Accounting 
also has the before & after processes as a service department. And this is required to grasp the 
accounting work in total process and is required to thing creative ideas for Kaizen. 


Production line work also is one kind of routine work. And it is possible to replace to robot. But robot 
cannot have creative ideas to improve. Honestly, | think there is no pure Routine work (equal to just 
repeated work), but works have the process of remote work. 


As | have written in somewhere, my division had an accounting staff. His responsibility is to provide 
useful data with listening and discussing with Production-Gemba for managing division. His work was 
excellent and provided necessary useful data quickly and good quality. 


This young accounting staff was always thinking what the useful and necessary data for division 
management is and created ideas (stopping unnecessary data, creating useful data). One of his good 
point was to visit Gemba frequently and sat down with supervisors and made dialogue even though 
he was busy for his other routine works. Accounting staffs must be creative staffs. 


Routine work process is done with Telework. But soon it will be replaced by Al & Robot. Most of 
work has routine work process. And except for the part of routine work, he/she needs to 
communicate with group members with through Online tools. But again, | say that only Telework & 
Online work has no longer future. Because we cannot expect better creative work as the member of 
a company. 


Freelance (such as writer, photographer, designer, programmer, composers and lyricists) can make 
the creative works with Telework and this working style is remained. Because they have quite few 
processes which is required to communicate others. But it is quite clear that the working 
environment is changing rapidly and Telework Online work is just one of working style. 
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More important thing is that (again): Human is required to work for the work kinds which only 
human can do, and with using Right Brain and EQ. 


From this point of view, Telework has an advantage which is to be possible to work in anywhere. 
Although and of course, some kind of basic infrastructure is necessary. Therefore, it is possible to 
choose the working environment more freely. For instance, better condition for Right-Brain: Bright, 
cool, worm and quiet, flowers, trees, forest, breeze, sound of stream, etc. anyway a place where it is 
possible to feel at ease. 


Conclusions about Telework 


It can't be helped now, but you should stop as soon as possible. 

Telework to be one of means. And the biased usage to cause bad influence. 

Sound mixed working form. 

Company's office to be like as a little big scale remote work office. 

And, 

5. Human must form groups in 3G (not virtual) and never isolate with the name of TeleWork 
and never shut (withdraw into) yourself in. 


PwN 
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lll. Teaching to the company 


Taking up the previous story; The condition of this company described in TPM-11"*. 


I'm writing one case of a middle-class industrial company. This company wished to improve (reduce) 
production cost for recovering profit and ROE. But, this company (he) took strange direction. 


His wishes were to recover the profit. He knew the necessity of sales expansion, and wished it. Then, 
he wished the cost reduction of production Gemba. Also, he believed the importance of QCD 
(Quality, Cost and Delivery). 


Quality? ... Yes, it is essential, but is very basic condition for a business. And, the quality issue was 
covered with heavy quality assurance tactics. (However of course it was never sufficient to the 
survival of this company.) 


Delivery? ...He covered this issue with having heavy inventory (which caused the excess and 
obsolescence material and products and disposal losses.) 


Another one of concern was his market position. So, his market position (share) of relevant products 
were fourth or lower. Quality is of course important. However, it is very natural thing to make 
business nowadays and even though it was improved, it might not be affected to the future growth. 


To keep the customers order, his measures was the quick response of delivery (based on the heavy 
inventory). 


The situation of this company: 
Next summary scheme shows the situation of the company: 


1. They believed that with introducing JIPM's TPM, it is possible to reduce cost. 
| suggested that TPM introduction and stability are good thing. 
But the introduction of TPM is not affect to cost reduction. 
2. Toresolve the high-cost constitution next policies were required: 
a. Reduction of material loss (in Quality cost.) 
b. Reform of production plan (JIT concept and eliminate excess & obsolescence) 
c. TPM (they insisted) introduction in concept of "JIT machine condition". 


And, 
d. | suggested the introduction of TQM after the introduction of TPM and suitable 
timing. 
3. Not possible to feel the enthusiasm in Gemba. 
4. Many Mudas in process. (Such re-inspection by inspectors, excess or obsolete) 


5. Middle & Long-term plans. 
The president of this company was negative to make this... 
Therefore, | was stunned by his words. 
a. Annual management plan (Profit plan) 
The important job role of president is to make a corporate management plans which 
are middle & long-term plan and annual profit (management) plan. 


4 TPM-11: [English] https://archive.org/details/tpm-11-oil-control-ii 
[Spanish] https://archive.org/details/tpm-11-control-de-la-lubricacion-ii 
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And, he must explain his will to all employees (and for instance bank) with papers 
and words. It is quite important event to appeal his strong will and requiring the all- 
employees cooperation. 
He escapes from his most important job role which is to take his spearheading to 
make such planning and appeal. 
We know very well that "No one knows what the future holds". But still making long 
& middle term plan is important for a company. 
These are the compass of company's future growth. And annual corporate 
management plan which is made with current market situation, reviewed middle & 
long-term plan is concrete strategy. 
It is quite true that the changing business environment is rapid. And, of 
course, it happens the difference (sometimes big differences). However, the 
occurrence of difference is important. 
The plan is the scenario of gaining profit and expanding business. 
The important thing is to review why the difference occurred? ...Then it is 
possible to improve the skill of making plan with forecast.) 
6. Strange annual profit plan. 
This figure shows the Mudas in 3 parts. These are Mudas of Machine, Mudas of labour and 
Mudas of Energy and Material. 
7. Outsourcing policy. 


Above text is the excerpt of TPM-11 lecture. 


This company changed the outsourcing policy and discontinued the productions which were possible 
to manufacture in-house production with no additional investment. And they learned that 
outsourcing is not profitable in some cases. 


This changing outsourcing policy gave an unpredicted effect. All employees could feel the booming 
when every time the old production lines were re-constructed. 


Actually, the outsourcing policy change hadn't been informed to Production Gemba. But the Gemba 
people felt their fear of the employment instability, and they welcomed the policy change. But of 
course, it wasn’t also disclosed to the people. 


Now, one of problem of this company which was employee’s stagnant atmosphere seemed to be 
resolved. Although, this company had basic serious problems to survive: One is the high-cost 
constitution with many Mudas. Another one is the sales performance. And also, my time which | had 
given to this company is limited and not so long. 


When | joined to this company as a consulting, | decided to discontinue my help after the TPM 
introduction. Another half year. During 6 months, | needed the success to be in sight. 


The expansion & stability of the thought of JIT had been started with the TPM project with the slogan 
of "JIT machine condition". 


The change of Outsourcing Policy affects for next 3 problems: 


1. Cost reduction (eliminate the outsourcing payment and cost) (but never sufficient to 
total cost reduction) 

2. Near to JIT production thought and establish the foothold of stock reduction. 

3. Establishment of Muda discoverer device with 5Ss activity. 
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Seiri of 5Ss is never just sorting "necessary and unnecessary things", but is to decide the 
@ standard in SW1H*. 


This is the Muda detector with visual control. For instance, one goods: What is this? 
Necessary? or Unnecessary? ...Why is there in here. (If necessary) How many and how 
long time? By Whom it is supplied? And, When is it the timing to supply? And, These 
items must be in visible control with visible standard. 


A In line inspection 


Quality issue was one of essential matter for customer satisfaction (quality claim prevention). Then 
this company had implemented the shoreline protection (inspection before shipment) with special 
inspection team. But it was so costly. 


It was required to raise the quality level. But this is the region of TQM. This company didn’t have the 
capacity to implement TQM and TPM at same time. Therefore, the decision was TQM after TPM to 
be insight. 


Then, | decided and suggested to introduce "In-line inspection system". | will describe this in TQM, 
but shortly explain it as next: 


( ) In line inspection... The steps are: 


1. Stablish line production. Not process separated production in batch production. 

2. One-point inspection by each operator. 
The line operators are required to inspect one very easy point inspection with visual 
inspection standard (which is hanged in front of the operator). 
Individual operator inspects the one point which is done by before process. 

3. Line stop and quick feedback. (actually, it wasn’t to stop line.) 
Call buttons and Andons were put in individual process. And, when a problem was found, 
operator pushed button and call the team leader. 
The team leader repairs the defect points and teach the operator who mistook. Also 
recording to the QC Cross Diagram. 


QC Cross Diagram: You remember this image. Then it was not explained so deep, but just 
¢ ) example. From Making Stream of Production-17°: 


15 SW1H: What, Where, When, Who, Why, and How. 
Rudyard Kipling’s quote Published in Just So Stories (1902) following "The Elephant's Child": "/ keep six 
honest serving men (they taught me all | knew); Their names are What and Why and When, And How and 


Where and Who..." http://www.kiplingsociety.co.uk/poems servingmen.htm 


16 Making Stream of Production-1: [English] 
https://archive.org/details/makingstreamofproduction1/mode/2up [Spanish] 
https://archive.org/details/establecerlacorrientedeproduccion1i/mode/2u 

Making Stream of production 0-14: [English] 

https://archive.org/details/makingstreamofproduction13 202001/Making%20stream%200f%20production- 
1/mode/2up 

[Spanish] 

https://archive.org/details/establecerlacorrientedeproduccioni3 202001/Establecer%20la%20corriente%20de 


%20producci%C3%B3n-1/mode/2up 
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The Cp (process capability) is less than 
0.67 And this process has so high 
variability 
: 
h_iadl 
— 

= 

—— 

ee L 


1. Establishment of line production 


It was so hard work for them. Because, they were accustomed with "batch production". They 
hadn’t the experience of true line production. Also, another one of difficulty was the SMED?” 
of machines. 


| used the word of "production line" before. But this word of production line is not the image 
of (like as car manufacturing) conveyor line and each separated process were "batch 
production" which is to produce parts in large lot. And, | required to make line for the 
products which have more than 2 processes. So, the products which have only 2 process also 
were required to make line. Or, | taught the Cellular Production by one person. 


The purpose is to reduce production LT and material LT (middle stock). 


() 


Material LT 


Do you remember material LT (Lead Time)? ...In TPS, LT is used for "production LT" 
which is the time of production start to production end (sometimes from production 
order to shipment.). 


Kanban system is realized with having middle stock (controlled by Kanban). 


But as | wrote in Making stream of Production lectures, materials (middle stock also 
is required the concept of LT). But this LT is shown the time of from supplied the 
material to used up it. Therefore, if use normal Kanban (suitable for daily 
consecutive production order) for infrequent or monthly small lot production, the 
material LT becomes long time. Therefore, for such production orders, UCHIKIRI 
Kanban is better. 


There were 2 hurdles which were manual work processes and machine work processes.: 


1. Manual work process 





Factory Management Institute Sensei’s Lectures: Design-Thinking, a practical approach: New product 
development, 3P (Production Preparation Process) &, SMED-Design-Thinking Workshop (Single Minute 





archive.org/details/design-thinking-introduccion-practica-elg-2020 
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It is necessary to make the line formation which are required the consideration of Takt 
time based on production planning (speculative production), number of workers and 
division of works, line-balance and production standard. 


Speculative production plan. The customers also don’t implement the 
¢ ) thought of JIT and pull system, but batch order and receive. 


1) Compromise: 
It was the fixed line formation. For instance, when deciding Takt Time, it is necessary 
to calculate as next: 


a 
TAKT TIME oad 


Total sae one op volume / month 
= Nira 


Working oN eceread od i] oy 


aS ave working Vai oy en 
= ld isle 


Nadas aia coon eb / Cy 





And as you understand necessary head count is calculated based on the Takt-time. 
However, it was too high hurdle for them. Of course, it is necessary to make working 
standard for each pattern. 


It was actually impossible for them. Then, | suggested to fix the production capacity 
and absorb the differences between the capacity and sales planning (production 
plan) by having stock and overtime work. (Of course, it was understood that the 
stock must be minimized.) 


2) Making Working standard 
| taught the easiest way which is to use Video Recording of work elements or 
process. The processes of making standard were as next: 
1) Confirm target product. 
2) Choose skilled workers 
3) Video shooting (3 cycle) and choose best time. 
4) Select the work elements (which are the skill required works and the quality 
points) by the workers. 
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This process is to narrow down the number of working standards. And Ideally, 
working standards are for all work elements. But too many for them. Also, this 
process is important to obtain the consent of workers. 


Anyway, by the good work of the project and production engineering department, 
this was seemed to be well going. But unfortunately, some conflict was occurred. (I 
return to this subject later.) 


2. Machine work process: 
Machine process also was accustomed to produce very large lot size. Moreover, it had 
very bad habits. 


As | wrote before, the machines were operated, of course, for supplying necessary parts 
for sales. But this company had very bad habit which was to be operated machines for 
fake machine performance and to produce unnecessary parts which were not planned by 
production planning department. 


The cases of unplanned production were 2: One is over production against the 
production planning when the raw materials were halfway left and for using them up. 
Another one is completely out of plan when the operator & machine became the 
situation of absence of work. 


This case came from the sense of operator which machine moving is the sign of working 
and machine no moving is seemed the operator not working. This case also cased very 
serious problems which were not only the excess production, but also bad inventory 
accuracy. The operators required the unnecessary order to production planner. Or 
sometimes they sneaked raw materials out of warehouse. 


Of course, firstly this unnecessary production was prohibited. And the machine 
production schedule was agreed upon to be under the production plan (based on the 
inventory and actual sales). 


3. Production batch size: 


Anyway, they were accustomed the very large lot size. And as you understand, this large 
lot size production was the root of bad things which are: 


1) The cause of excess inventory and dead (obsolescence) stock; 
2) Flexibility of production schedule; 
3) The cause of large amount of defect. 


Firstly, | required to the production planning department to change the production 
schedule from 2 ~ 3 months prospects production to single month prospect production 
schedule. And also, | required the one-month production schedule to 2 divided 
productions schedule (like as first half month and second half production). 


Of course, stile it was too far from the JIT theory, and the company's capacity and the 
people's mind couldn't accept the JIT system. 


Initially | suggested the weekly production which is the prospect production plan to 
divide into 4. The purpose is faster production cycle and: 


1) Turn fast the finished goods inventory; 
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() 


2) 


Eliminate the storage of machine work arts stock in warehouse. 


Even though the production plan was prospect plan also the customers "pull" was far 
from JIT theory, | wished to near to get closer to its situation. 


1) 
2) 
3) 
4) 
5) 
6) 


The production plan is perspective production plan; 

Customer's pull also batch pull which was monthly lot. However; 
Regard the 4 divided production plans to be the pull; 

Small cycle between production line and warehouse; 

Big lot cycle (once a month) pulls between customers. And; 
Adjustment the difference of 4) and 5) with inventory. 


Then | targeted easier inventory control to reduce stock. But | was required to compromise 
(again) by the machine work Gemba and the production manager (director). Their insistence 
was the declining of machine performance. 


Machine performance? ...They claimed strongly the declining of machines performance 
which they had maintained long years. 


What is machine performance for them? ...The project was improving the data gathering 
system for machine management also. But at this time, the new data and gathering system 
hadn't been approved and machine Production-Gemba had been using conventional data 


which were: 


Machine Performance Rate - 





eer at 


20 days x 8 hour x 2 shifts 


Mae Bacar 
Actual Output / Hour - 


> Machine Working Hour 


They insisted these indexes for monitoring machine performance. One of defect of these 
indexes are not to be related neither plan nor sales. 


Machine performance Index: These indexes are important for managing machines. | introduce the 
indexes of my previous company SWS (Sumitomo Wiring Systems) for your reference Therefore, 
please read details in TPM-27°. For controlling machinery, it is necessary to have these KPIs: 


18 TPM-2: [English] https://archive.org/details/TPM2MudalnTheMachineryOffheGembakPIs2019a 





[Spanish] https://archive.org/details/enat_TPM2 
Machine Performance Index Map: https://archive.org/details/machinerys-kpi-ma 
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Now, one day a directors special meeting was held, and the production manager criticized and made 
a claim to production planning department manager in the meeting. (I was invited actually required 
to attend this meeting specially. It is not necessary to review my note to remember this meeting. 
Because it was made the fierce and emotional debate and also was to raise my dismissal. And a 
director gave me the recording tape.) 


According to the prior information of Accounting department manager (director), the urgent motion 
was proposed by the production manager and the theme was the crisis of production department. 
His claim was to stop the production planning method newly enforced for smaller lot size of machine 
work. 


True cost reduction 


Below | describe what happened in the meeting: 


The production manager insisted the catastrophic blow of machine & labour performance and said 
—1| think you remember our strategic plan which is to create, improve and maintain the in-house 
production capacity and create profit with newly pioneered customers and orders. This plan is still 
effective. And we believed and still believe the cycle of performance improvement, internal cost 
reduction, affecting to sales competitiveness, increasing sales amount and recovering profit —the 
production manager expressed and finally pointed out—. This is our scenario accepted by the 
president. 
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Yes, it is. No, it was. It was our previous plan —answered the Accounting Manager—. But... As you 
know we are now re-planning based on the advice of consulting. And, ahead of the renewal profit 
plan, we decided and are retransferring the production line from outsourcing to in-house. Renewed 
profit plan is providing. Although. the idea of smaller lot production will be included in the renewed 
action plan. 


—1/3! —the production manager called out—. The machine performance result is 1/3! So... Why 
does it necessary (to reduce lot size)? ...Actually, previous production lot size was big but not too 
much. Also, the parts produced were contributed to sales. 


—1| know —the production manager continued—, that unfortunately there are the case of 
obsolescence and disposal loss. But it is the failure of sales prospect and planning. And, it shouldn’t 
be put it down to my department's account. 


insisted the declining of output and machine performance. But actually, they complained the 
increase of their work. 


¢ ) By the way... The flames of rebellion were from the machine work Gemba operators. They 


Actually, the machine operators were thought like as a privileged class, because of the 
works to be required the special skills for controlling machines and the setup works. 


And at this time, the machine changeover works were dramatically increased, because of the 
smaller lot production. Thus, they claimed the increasing of job and decreasing of machine 
performance. 


—We don’t think that the performance declining is not just your department's responsibility 
—pointed out the accountant manager—. Also, we need to change our image of performance and to 
use KPls which the project is introducing. Sensei has told us that our company's constitution is 
"producing much and disposing much". But also, there are too much Mudas. 


—If continue such production order (divided to small batches) —answered the production 
manager—, my production department will collapse. And of course, it is not possible to realize the 
cost reduction. 


—Sensei —the accountant manager asked me—, please advise us your point of view. 


—Please —l answered—, make clear what the point of argument is. | believe we need to discuss how 
we can recover and increase the profit. And, everyone, let's consider it. What is our necessary 
discussion point? —Il asked them. 


—Of course, we need to discuss —the accountant manager asserted—, consider and confirm the 
profit recovery and creation. | believe this point is agreed by you, do you? —asked the production 
manager. 


—Of course, yes —asserted the production manager. 


—OK —1 admitted—. Now the considering point is the way of profit recovery and not the machine & 
operators’ performance. In this way, the performance of production department is of course 
important, but just in the conditions of production which will be able to sell. 


—Produce something that sells. It is the essential condition — | continued—. Are you agree with me? 
..Yes? ...By the way, it is essential to increase sales. And, it is inevitable to make effort to reduce cost 
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in any Gemba. But firstly, cost reduction. What is the cost of your department? — | asked the 
production manager—. And, how do you reduce cost? 


—Therefore —the production manager asserted—, it is necessary to improve efficiency of both 
machine and operators. It is natural thing, isn’t it? 


—No, No, No —I said to the production manager—, please understand that It is not possible to 
reduce your department's cost, even if increasing internal (efficiency) performance. 


The production manager shown a surprise face and he asked dubitatively —Sensei, do you say that 
“It is not possible to reduce cost in improving efficiency !?”. Everyone did you listen? ...Mr. Kimura 
denied our efficiency improvement activity. It is a big problem and we need to discuss with president 
ina hurry. 


—Once again —| explain to the production manager-—, | tell you wish to reduce cost to contribute to 
sales increase and creation of profit. You insisted machine and labour efficiency were decreased... 
Yes? —I questioned him—. Does your saying machine and labour efficiency decreased cause 
additional cost up or disturb cost reduction? ...The answer is quite clear and it doesn’t... 


—Moreover —I continued—, whether you produce double or triple with same number of machines 
and operators, or (for instance) zero production, the departmental cost is same. There is no relation 
to cost reduction. Well, producing much and reducing cost? ...It is ridiculous. 


—Why? —I asked myself— It is simple. The costs of machine and operators are "fixed cost". Do you 
understand fixed cost which | have lectured? — | asked the accountant manager. Please lecture again 
to the production manager. 


— Anyway —I spoke to the production manager—, you didn’t contribute to any cost reduction so far. 
No against you contributed to push up the cost (of products) and to reduce profit. Your machine 
work Gemba are producing many unnecessary middle stocks. Unnecessary... —and | insisted— Yes 
unnecessary... 


—Some middle stock became obsolescence because of design change and deterioration. Some 
became excess inventory which might become additional obsolescence. | already lectured 5Ss. And, 
the first S is Seiri which requires the standard of necessary and unnecessary. Then, We decide the 
temporal standard (as next): 

e No movement for 6 months and over; Obsolescence or dead stock. 

e No movement for 3 months and over; excess stock. 

e No movement less than 3 months; Normal. 


—We know —|I continued—, still it is temporal standard and is still too far from the concept of JIT. As 
you agreed we need to improve this standard "No movement less than 3 months; Normal" to 
shorter. Again —| pointed out to the production manager—, | tell you 2 things: 


—Even if producing 100 or even if producing only 1, the departmental cost is same. You don’t 
contribute to any cost recovery. Against. You create additional Muda. 


And then, the Production planning intervened —Sensei. It is too much to say. His department 
produces machine work parts which are necessary to produce products. 
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A Getting closer to JIT 


—Well —I admit—. Here is never a kindergarten —and talking directly to the production manager—. 
| advise you to do corrective management. What the corrective management is? ...Produce products 
with concept of JIT —and | tried to explain JIT again... 


—JIT is Produce Necessary things in Necessary quantity in the necessary timing. For production 
department and if replacing to other words: Produce necessary parts in necessary quantity at the 
planned timing. Although, | never require you to do it like as Toyota JIT—and | continued... 


—You sometimes highlighted and said the improvement of labour efficiency or machine performance 
improvement. However, when looking from the actual sales amount, your efficiency improvement is 
fake. If the performance or efficiency with sales amount —then | written below formula down in the 
whiteboard: 


Sales amounth eammureaies 


a a ae elit Cal 18 


Labour or machne aes 








—When looking the trend of sales, as you know it is not increase but sometimes decrease. But the 
"labour and machine input" is fixed cost. No effects which you say the performance improvement 
can be recognized. 


—Moreover —| objected—, you caused the big losses which are loss of obsolescence, excess and 
inventory control cost. Please you both Production manager and Production planning manager. 
Please listen to me carefully. 


And then | finally pointed out to the production manager —Please produce products or necessary 
parts which will be able to sale. 


—It is not possible to produce "Products or necessary parts which will be able to sale" by us —Said 
the production manager. And, It is not possible to implement JIT like as Toyota. Mr. Kimura —he 
expressed dubitatively—. You are telling us a dream. But unfortunately, we cannot follow your 
dream. Again, our receiving order style is not "make to order", but "make to stock". 


Then | repeated —” make to stock” — and | continued—, or prospect production planning and the 
very large batch production are different issues. Moreover because of prospect planning, | suggest 
you to make in small batch or lot. 


—1| know the customer's order is now bulk order and one-time delivery and they also don’t seek JIT 
production —| pointed out to them—. But internally | suggest you smaller lot size and to get closer to 
the concept of JIT, because of prospect planning which is unknown. 


—Mr. Kimura —expressed the production manager—. | know your dream. But we cannot go with 
your dream. 
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4 


Sensitive production control in shorter LT 


—OK —then | agree—. You don’t need to listen and obey to all of my advice. Now let's go back to 
main theme which is "cost reduction". | told, that it is not possible to reduce cost, because the cost is 
fixed cost. The labour & machine cost is fixed cost. 


—Therefore, the cost is not change whether you produce 100 or zero. But, when looking at the 
products cost constitution, the production cost is roughly: Cost = Variable cost + Fixed cost. 


‘ ) Variable cost vs Fixed cost (from TPM-11) 


Fixed cost: Labour cost (Direct and Indirect), Head office, Depreciation of machine & 
equipment, land & building, payment of patent and interest and etc. 


Variable cost: Material, transportation cost, outsourcing cost and other cost variable related 
to sales amount. 


—The main principle is "Cost for products available to sell" —l exposed—. | know the difficulties. 
And the difficulty is that no one completely prospects the products "available to sell", and the timing 
in the current system which is not "make to order". 


—The timing, which the products can be sold —I tried to detail—. Probably the products can be sold 
in long term. But of course, the risk of obsolescence and deterioration which are the causes of scrap 
losses are occur — and | continued... 


— Moreover, the heavy inventory causes the problem of control cost, interest and the bad cash flow. 
We decided the temporal standard "No movement less than 3 months; Normal". But it is never 
enough. And your inventory turnover ratio is too bad. So, we need to reduce the term more. 


—Therefore, | suggest 3 things, as next: 


1) If it is necessary to have inventory, have as raw material. 

And have inventory as raw material which is before "added value" 

And if it is common material, it is possible to reduce as total. 
2) Shorten LT (lead time). 

And realize the quick response between production process and warehouse. 
3) Sales department investigate the customer's production cycle. 


—And —|I pointed out—, if the customers don’t use our products at once and it is possible to divide 
the delivery, suggest the JIT delivery. It may be a good service to the customer. Of course, this 
suggestion causes the delivery cost up. And it is required to consider as total... 


—Anyway, it must be avoiding the bulk delivery. Again JIT. | never target to introduce JIT of (or like) 
Toyota. Your corporate capacity and basically the business circumstances are different... 


—Even though sales department will make good activity, we cannot change the business type of 
"make to stock". Then we need to continue the prospect production which could be included the risk 
of excess, obsolescence or (against) shortage of stock and delivery delay —| continued. 


—Therefore, | recommend to establish quicker response more sensitive control. And, most important 
for establishing "quicker response and control sensitivity" is the LT and stock, particularly machine 
work LT... 
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— Manual work can be controlled the LT with production order and the line formation. And on the 
other hand, currently machine work is difficult to shorten the LT, because of the large lot size (in the 
condition of the large number of parts against the limited number of machines). —I tried to finish my 
speech—. The root of all evil is the too large lot size of machine work. 


A Still 8pillars insisted... 


—Please wait —asked the production manager—. Basically, why do you break into our production 
matter? ...We hired you for TPM introduction. We don’t need your advice such production system 
matter which are too far from your task. 


—You are right — | agree—. Therefore, | told you before that you don’t need to listen and obey to all 
of my advice if you do not want. But again, your target is to recover and increase profit. 


— Show me what the concrete scenario of profit recovery. The previous action plan which was 
unfortunately just wish list to implement has already gone bankrupt. And now new action plan is 
been providing. But let me a question... What is relation of your target "profit recovery" to TPM of 
JIPM? 


( Again, image of JIPM's 8 pillars. 


The image of JIPM's TPM introduction is such 12 steps and 8 pillars: 


p Q c D S M E 
eda ane aTAk HA LS ESIL bb 


Tit $2: 32 iy 
> 30 HY OD 
> 3a i = 
> 3a aR BO 
Vd ce Sia Sa PSS 0 et 
= = a 
Wt 2 ial OR 
Sirsa + HEE + HD Ht 





e Individual (Kobetsu) Kaizen is explained as "Kobetsu Kaizen for effective production 
system". And, it is to investigate and quantify losses by production process and 
equipment to reduce losses and gain real profits. By whom? ...,By Gemba people. 

e Autonomous Maintenance (Jishu-Hozen) is explained as Establishment of "Jishu-Hozen 
system by operator". And, this activity also the leading actors are Gemba people. 

e Planned maintenance system is explained as Create a planned maintenance system for 
the maintenance department. And, it is an activity by the maintenance department. And 
it is an activity that aims at zero failure and maintenance cost reduction by performing 
machine deterioration diagnosis and restoration, and extending the machine life by 
improvement maintenance. 

e Quality maintenance is explained as Establishment of Quality assurance system. And, it 
is an activity to prevent the loss of defects by setting conditions that will not cause 
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defects, maintaining and managing the conditions, and predicting in advance the 
possibility of the occurrence of defects. 

e Creation of management system of product and machine development. And, it is an 
activity that aims at putting production on track in a short period of time in the 
development and design stages of products and equipment, preventing losses and 
problems that are expected to occur during production. 

e Create a system for education and training. And, it is an activity that organizes the 
knowledge and skills to be necessary to proceed with work, and improves skills to reduce 
and prevent loss. 

e Creation of an efficient system for management & indirect departments. And, it is to 
support activities to reduce and prevent losses at production Gemba, and to conduct 
similar activities in its own departments. 

e Creation of Management system of health and safety and environment. And, it is an 
activity aimed at achieving a workplace with zero disasters, zero pollution, zero garbage, 
and a comfortable workplace. 


(Excerpt from TPM-77? and JIPM material) 


And to realize it, JIPM introduces the Nakajima's 12 steps: 





Nakajima's TPM 12 steps 


Step of Introduction Preparation 





1. Declaration of TPM Introduction | Declaration in Management Team Meeting and Board Meeting 
by Top Declaration in TPM internal course 

Managers: Course and camp for individual class managers 
General employee: Declaration in employees’ course in VTR 
Declaration in leader's education and internal course 





2. TPM education and Champaign 








3. TPM promotion organization Setting the committee, speciality subcommittee and secretariat 
and staff organization model Deployment of the staff organization model 

4. Establish basic TPM policy and | Management goal, Activity target, Clarification of activity policy 
Goals BM setting and creation of kaizen theme in Loss investigation 





3 years master plan, Yearly base, quarterly base action plan 


5. TPM deployment master plan andiMonthlybaseschedtile 





Step of Introduction 





6. TPM Kick-off Re-declaration of the policy to customers and suppliers 
(Invitation for customers and suppliers) 





Step of Introduction Implementation 


7. Establish system of Effective 
production department 





Chasing the limit of effective production 














7-1. Individual (Kobetsu) Kaizen Project team activity and small group activity 

7-2. Autonomous maintenance Step method, Diagnose and certificate 

7-3. Planned preventive Betterment preventive maintenance, Regular preventive 
maintenance maintenance and predictive maintenance 

7-4. Education and Training Group education for leaders and Transmission to employees 





8. Establish Development & 
Management system of Products 
and Equipment 


Chasing easy-to-make products and easy-to-use equipment 








18 TPM-7 [English] https://archive.org/details/TPM7SeisolnJishuHozen 
[Spanish] https://archive.org/details/TPM7SeisoEnJishuHozen/mode/2u 
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9. Establish Quality maintenance 
system 

10. Establish System of effective 
administration and indirect 
departments 

11. Establish Control system of System of ZERO accident & disaster and ZERO pollution 
health & safety and environment 


Step of fixing 


Condition setting that not cause defect and maintenance 





Production support, streamlining own department, 
streamlining equipment 








12. Implement TPM fully and level 
up 


Challenge higher goals than auditee of TPM award of excellence 








Also, 
JIPM introduces one of good image which is "16 losses". 


Excluded 
= 








Defect Loge 
Time 






14. Yeld Losses _ 
3 big losses which impede the Unit efficiency 


Backing to my lecture... 


—Please —I call out everyone—. Many times, | confirmed you the target is "profit recovery with cost 
reduction”. Once time we have discussed the JIPM's 16 losses, Nakajima's 12 steps and TPM 8 pillars. 
And, according to the JIPM's book, it is possible to see the scenario which is to realize the "16 losses" 
reduction the 8 pillars to be necessary and to introduce these 8 pillars, the Nakajima's 12 steps to be 
recommended. However, ... 


—This scenario is just looking or approaching from "machine & equipment". It is true that there is a 
counterargument and the insistence which JIPM's this scenario covers all processes of business 
activity. But — | said—, it is no rationale. 


—I|read some JIPM's books and confirmed that the scenario is almost (no, actually) just machine & 
equipment issues. Now everyone — | addressed everyone again—. What do you want, profit 
recovery with cost reduction, or labour & machine performance improvement? 


—It is ridiculous question, isn’t it? —the production manager asked—. To improvement the profit 
and cost reduction, it is necessary to improve the labour & machine performance. It is quite natural 
thing, isn’t it? 
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4 


LT from the point of Cash conversion cycle 


—Very good answer —| said—. By the way for focusing the issues... We are debating the profit 
improvement and cost reduction. And, these have 2 ways which are the internal and external 
improvements. 


— External improvement is related to sales. And, we need to seek these both ways. But in here we 
discuss just internal way. Our production manager said that "To improvement the profit and cost 
reduction, it is necessary to improve the labour & machine performance" —and then | asked—, is it 
correct? ...but it is not correct, because one important condition is missing. 


—This inevitable condition is (again and again) to produce products to be able to sale. And, "products 
to be able to sale" has one condition which is to be possible to sale in short term. Thus even if it is 
sold, if the timing is one or 2 years later, or 6 months later, it is not good situation of Cash Conversion 
Cycle and Cash flow as a company... 


—Your material LT is too bad. In here | use the word of material LT. But the meaning in here is the 
image of "from buying material to product shipping" 


At that time one idea deviated from the main theme raised to my brain. —By the way a little divert 
from the theme. One of your company's ill in the accounting is very bad Cash Conversion Cycle (CCC). 


Cash Conversion Cycle (CCC) : CCC is an index that indicates the number of days it takes for a 
company to collect "accounts receivables" generated from subsequent sales after paying the 
"accounts payables" incurred by purchasing goods, raw materials, etc. And, it is calculated as 
next: 


CASH CONVERSION CYCLE (CCC) 


CCC = Accounts receivable turnover oN 


+ 
Natl om turnover oN 


Purchasing debt turnover 


365 da 
atic raviai OV ae days - VE 
anole turnover ratio 


Sales amount 
an oa turmover ratio = 
saclay 


Receivables 


aca aa CULO ome) (days) - i 
365 YS 
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—| have introduced the Inventory turnover ratio. And, the case of my previous company is to 
calculate it monthly bases by computer. (The formal accounting data is used the term end data. But 
for factory management the monthly bases were and is used.) 


— Now, let's look at your cost and profit recovery from the point of CCC. One of your serious concern 
is bad cash flow. As you can understand, there is a possibility of company bankrupt caused of the bad 
cash flow, even if the company makes a profit on the book... 


— Everyone please, understand, if continuing such situation, this company might bankrupt. It is never 
a threat. We look the profit recovery from the point of CCC. And, it is to connect to all cost reduction 
activity and company constitution improvement. 


—Why so bad CCC? —|I asked figuratively—. The accounts receivable turnover is relatively long (but 
unchangeable. Because it is necessary to negotiate to customers). And, very bad inventory turnover 
rate (long inventory turnover days caused of the long material LT) ... 


—On the other hand, purchasing debt turnover days (accounts payable; payment of outsourcing, law 
materials etc.) is quick relatively. Then we took the emergency measure that is to stop the 
outsourcing policy which is to stop the unnecessary cash outflow... 


—Of course, it is never enough. We need to take more sever activity to improve CCC and true cost 
reduction. We have too many inventories including excess and obsolescence. 


| made a little pause for giving the opportunity to better understanding of everyone and, | start a new 
pointing out —Now, for betterment of CCC. Again, the necessary actions are: 


1) Reduction of number of inventory days (inventory reduction and shortening the material LT); 

2) Shortening the number of turnover days for accounts receivable (reduce accounts receivable, 
review transaction conditions); 

3) Increase the number of days of accounts payable (relax transaction conditions). 


Now, | describe my lecture to the group of directors below without dialogue... 


A Internal cost reduction 


The necessary activities are: 


1) One is of course to increase sales which is affect to reduce fixed cost. 
As you understand, there are 2 ways to reduce cost, if excluding sales increase. 
Again, Cost = Variable cost + Fixed cost 


Now, please understand that, even if internal production performance (labour and machine) is 
improved, it has no meaning to reduce cost and profit recovery. The costs of labour and 
machines are fixed cost. 


No, it is an exaggeration. If you can reduce and adjust the number of labours and machines in the 
current sales situation, it is possible to reduce costs. But your top decision is to keep current 
labour and machine capacity to the future sales improvement. | think it is acceptable. And, we 
need to improve the sales condition and improve it. And... 


This work is licensed under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License. S 
To view a copy of this license, visit http://creativecommons.org/licenses/by-nc-nd/4.0/. 





Factory Management Institute 


Total Preventive Maintenance, volume XII - Koichi Kimura Page 56 of 67 


2) Another one is internal cost reduction which is to reduce Muda. 


@ Firstly quality. 


Stop the shipping inspection (before delivery). And to stop the shipping inspection (quality 
improvement): 


e Implement the QRQC (Quick Response Quality Control with inline inspection and very 
quick quality feedback). 
e First product inspection (by both assembly and machine work) 


These are the field of TQM. 


@ Secondly production Muda. 


Stop the excess (over production) and obsolescence Muda. An in order to stop the excess and 
obsolescence Muda: 


e Minimize the production lot size. It is important for this issue and also TQM. 
e Shorten the production LT. (for realizing it, minimize the production lot size) 


Now again, at this moment it is possible to minimize the production lot size in assembly and 
machine work without additional cost-up. Because you have many excess capacities in labour 
and machine. 


Again, labour and machine are "fixed cost" and you have excess capacity: 


e Challenge the lot size minimized which can be implemented only now. 
(Because of the excess capacity and inventory) 

e Challenge SMED (Single Minutes Exchange of Die) and 

e Smaller lot size production order by production planning department. 


A Small production lot size 


| believe that you could understand that it is not possible to expect the profit recovery and cost 
reduction, even if the internal labour & machine performance could be improved under the 
condition of sales amount not to be increased. And it is necessary to recognize the market position of 
your products and also sales background. Of course, it is necessary to improve. 


Now fortunately (unfortunately) you have excess (over) production capacity. 


Therefore, there is no cost-up, even though challenging smaller lot size and frequent changeover in 
machine work. Of course, there is the limit. If the machine work cannot produce the minimized 
production order, it is the limit of the minimization trial. And, this is the competition with SMED 
activity. 


Why smaller lot size is required? ...The answer is to seek shorter production & material LT. Also, it is 
for the uncertain order prospect. It is no meaning to criticize the bad order prospect. And one of 
reason is your market position which is 3 (3 or 4'"?). And there is no way to prospect correctly, 
because you are not a wizard. Therefore, it is necessary to produce bit by bit. 
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By the way, how do you think what are the causes of big Mudas? ...No necessary your answer. And, it 
is the production planning and order which are too big against the order by customers. | have heard 
by production planning department that there are the cases of overproduction against the 
production order of production department for just cause of machine performance improvement 
(reduction of changeover). 


It is ridiculous. Production manager (PM) it is indeed stupid. | never say JIT like as Toyota. | never 
recommend "produce according to the pull by customer" like as TPS. But it is necessary to produce 
more carefully with considering the overproduction against the uncertain prospect. 


A Is JIPM's TPM reasonable measures? 


—Now we go back to the main theme. What do you want? —I asked the production manager—. Your 
desire is to reduce cost and profit recovery, isn’t it? ...What is the relation between your wishes and 
JIPM's TPM? ...and, can JIPM's TPM realize your wishes for instance cost reduction? 


—JIPM's TPM recommend the 8Pillars — | describe—. Is it possible to eliminate your overproduction 
which is related to production planning? ...Is it possible to eliminate the batch defect by machine 
setting mistake? ...Which part in 8pillars? ...Quality maintenance? -then | tried to end up—. Again, 
the pillar of Quality maintenance original means: Quality maintenance is explained as Establishment 
of Quality assurance system. And, it is an activity to prevent the loss of defects by setting conditions 
that will not cause defects, maintaining and managing the conditions, and predicting in advance the 
possibility of the occurrence of defects. 


—The meaning of condition is not the production amount setting, but purely machine condition 
(disorder of machine). Again, | declare that JIPM's TPM is never match to your wishes. But 
unfortunately, you insist the introduction of TPM, because of your top decision... 


—Therefore, initially | told you that my teaching is not JIPM's TPM, but Total Preventive 
Maintenance. And, Total Preventive Maintenance also is not for your solution. Therefore, the project 
team declared the slogan of "JIT Machine condition". And also, | recommend to introduce TQM after 
the introduction of Total Preventive Maintenance. 


—Again, the meaning of "JIT Machine condition" is that. (from TPM-92°): "necessary machines exert 
best performance at necessary time". 


The meaning of "necessary machines" includes the disposal of the machines not to be used in long 
term. And, we decided to produce the action plan backed by numbers. Which are included: 


1) Machine performance improvement in the JIT machine condition concept. 

2) Inventory performance improvement. Treatment of obsolescence & dead stock. Production 
schedule method improvement. 

3) Quality improvement in machine process and scrap and repair cost reduction. 


—Again, | need to tell you that JIPM's TPM has no meaning to your desire. 


20 TPM-9 [Ensligh] https://archive.org/details/tpm9preventionofscateringiirev.2019b 
[Spanish] https://archive.org/details/tpm9prevenciondeladispersioniirev.2019b 
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Possibility of JIPM's TPM by your company. 


First of all, do you think that it is possible to introduce JIPM's TPM by current your corporate 
capacity? ...Initially you checked the factory management capacity in my factory management 
checklist. And the very low level (43%) was revealed. 


Again 8-Pillars... For getting your good understanding (how JIPM's TPM is no meaning for your 
purposes). But | never deny the 8Pillars items. But it is too high hurdle for low level factory 
management company. No, it is wrong word. 


One of corrective and recommendable process to realize good factory condition is to establish the 
sound factory management by general companies. 


Let's look at one by one pillar: 


1) 


2) 


3) 


Individual (Kobetsu) Kaizen is explained as "Kobetsu Kaizen for effective production 
system". 


You have no stabilized condition of "kaizen mind" and the necessary system which are QC circle, 
suggestion scheme and small group activity or manager's Jishu-ken (Making stream of 
production-72+). 


Moreover your "employees’ engagement" (at that time | lectured with the name of "motivation") 
is not improved. Therefore, it is not possible to realize it. Unfortunately, it is quite clear. 


Autonomous Maintenance (Jishu-Hozen) is explained as Establishment of "Jishu-Hozen 
system by operator". 


We also implement different way. And, we just started the Jishu-Hozen by operator in 
implementing the machine 5Ss activity. But the goal (normal level) of PM (Preventive 


Maintenance) and skill training & evaluation are still far. 


For these items, the employee’s engagement is the important challenges. 


Planned maintenance system is explained as Create a planned maintenance system for 
the maintenance department. 


We are challenging to re-establish PM system. 
For making basic PM system, we are now introducing corrective KPls, recording system & 


machine medical record, diagnosis each machines & record (with the machine makers) and 
tentative regular maintenance plan. 


21 Making the stream of production-7 [English]: 
https://archive.org/details/makingstreamofproduction7/mode/2up 





Establecer el flujo de produccién-7 [Spanish]: 
https://archive.org/details/establecerlacorrientedeproduccion7/mode/2u 
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4) 


5) 


6) 


7) 


8) 


Quality maintenance is explained as Establishment of Quality assurance system. 


We have already planned to standardize the set-up procedures. But at the moment, biggest 
challenges are to stop amount setup mistake, material mistake and dimensional mistake such as 
top defects in the Pareto diagram and overproduction (against the production order by planning 
department and challenging the SMED. 


Creation of management system of product and machine development. 


First of all, most of the companies don’t develop the original machines like as Toyota or other big 
manufacturers. And at most there is the necessity to prepare the peripheral devises. And the 
biggest concern at new products introduction is quality. Then this item should be the field of 
TQM (which machine maintenance department also is required to attend). | teach this as the 
name of "Initial Products Quality Control - IPQC" & Committee in TQM. 


Create a system for education and training. 


There is no argument to this item. But this theme is not necessary in JIPM's TPM. Because this 
item is taken up in Total Preventive Maintenance on the way of transferring PM to it. 


Creation of an efficient system for management & indirect departments. 

Again, its explanation by a JIPM's book is to support activities to reduce and prevent losses at 
production Gemba, and "to conduct similar activities in its own departments". Ridiculous and 
there is no meaning this theme to exist. 

First of all, a management system and indirect department exist to help efficient production. 


Then, we established management team (one kind of team activity) to realize sound 
management. 


Creation of Management system of health and safety and environment. 


There is no augment. But this theme is very basic matter of factory management. 
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Basic factory management establishment 


You must concentrate to establish the basic elements of factory management. 


Necessary basic items of factory management: | introduced the frame of factory 
managements items as next into the Factory Management Framework. And, Employees 
Engagement is shown as "Motivation". 
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And, the items of grey shadow are the basic factory management items. 


Everyone. You insist the JIPM's TPM. But | need to tell you that you cannot implement JIPM's TPM, 
even if you read the book 100 times. Because there are 2 reasons: 


1) JIPM's TPM itself has no meaning. 
It is not sufficient to claim "Total productive maintenance or production management" which 
intends to all area of production issues and incomplete. And if it intends to improve machine 
& equipment areas, it is also incomplete. 
Initially its area was preventive maintenance of machine & equipment. But it intended to 
expand to all management. And as the result it became to be really halfway in both goals of 
machine maintenance and factory management. 
Therefore, it cannot be milestone to show the sound factory management. 

2) Also, you cannot introduce even JIPM's TPM (which is in halfway). 


2 Factory Management Framework & Fabric Theory as research-paper 2020: 
https://www.researchgate.net/publication/345491403 The factory management framework and 


fabric theory for development the excellence in corporations 
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It is good thing to challenge even JIPM's TPM. However, the way is too far, because of your 
corporate capacity which still not sufficient level of basic factory management. For instance, 
one of your problem is still very low employees’ engagement. Therefore, you cannot realize 
"Total" which is the meaning of "All people's participation". Now the assembly and other 
Gemba excluding machine work Gemba are improving this. 

| showed necessary milestone (and ideal state what should be) in my factory management 
checklist. And you need to reach to a certain level (more than 70%) in this checklist?%. 
Probably it takes 2~3years to reach the certain level. And, after this it is possible to challenge 
to next step. 


And, the way of my teaching is TQM first. And in the way of TQM, the basic factory management 
items are provided. 


A Factory management level 


—As you could (I believe) understand your company is still low-level factory management. 


For instance, one of biggest concern is the (wide definition of) production control which includes not 
only the production planning and ordering system, but also inventory control etc. 


There are many cases of overproduction, not ordered overproduction, large lot size, material 
shortage, machine work parts shortage. It is an unusual level in spite of excess inventory. Also, it is 
poor inventory control. 


For instance, the inventory accuracy 
| taught Cycle Counting method: 
‘ ) Cycle counting method (from Making stream of production-117“) 


Cycle counting result. Daily (or weekly) inventory. Each day 10 items inventory check and 
compare the results to the computer registration to monitor the accuracy. 


| recommend to implement daily (at least weekly) inventory check. Of course, once or twice a 
year inventory check should be implemented. 


This cycle counting is one of the Quality Control. 


Inventory control in computer to be good accuracy is a superstition because the operation is 
owed by the human being. 


Accuracy rate (defect ratio) = (1 — Number of mismatch cases + 10) x 100 


Daily (or weekly) accuracy rate control graph. 


23 Factory management checklist: 

Internet-Archive: https://archive.org/details/factorymanagementchecklistespeng 202001 

Google-Drive: https://drive.google.com/file/d/1P580JRZHWHqvRYf3kKDUNUAHWNfBSUgzG/view ?usp=sharing 
24 TPM-11: [English] https://archive.org/details/tpm-11-oil-control-ii 

[Spanish] https://archive.org/details/tpm-11-control-de-la-lubricacion-ii 
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If the trend of the accuracy rate percentage is less than 95%, something of special activity 
should be implemented. 


—You inventory control and the accuracy were less than 80%. So far remarkable problems were 
found and corrected. And the contents are: 


e Double (one case was triple) parts number; 3 items. (same parts in 3 locations) 

e Location mistake: 14. 

e Quantity mistake: 31. 

e Mixing other parts: 28 

e Mismatching computer record and inventory tag; so far 88 items. (some Quantity mistakes 
are included in this.) 


—You are doing the Cycle Counting weekly bases and correcting inventory and computer record. But 
still the record is 80% accuracy. This bad accuracy causes very big Muda such material & parts 
shortages, obsolescence & disposals and finished products over stock. 


The double parts number is caused of design engineering department reliability. (Design engineering 
department also has illnesses which cause the defective parts production.) 


—Your machine work parts production lot size is too big. It causes the long production LT. And this 
long LT causes material shortages. Also, it causes large number of excess stocks. 


—Your warehouse seems to be a huge waste basket. But please, understand the contents of this 
huge waste basket are "money". This huge waste basket situation causes not only the confusion of 
inventory control, but also the bad CCC (Cash Conversion Cycle). 


—JIPM's TPM!? ...Why do you insist this? ...During you insisting this, it is not possible to improve your 
company, because of the 2 reasons: 


e One is JIPM's TPM itself has no meeting to your corporate illness. 
e Also, JIPM's TPM itself is very much halfway (whether for factory management improvement 
nor machine & equipment improvement). 


After my lecture | asked the production manager —Please, let me know. Is it true that machine work 
operators have complains and are doing "corner-cutting", because of increasing the work volume 
(changeover frequency and initial products quality self-check & record)? And ...How do you feel that 
is their complaining fair? 


Production & production engineering departments claim the work volume to be fair and that it is 
possible to follow the work volume within regular working hours. 


—| foresee the certain level of operators complaining. Because when | made factory tours with 
managers, | felt the differences of work volume between the machine operators, quality inspectors 
and others (assembly workers etc.). And my very rough work sampling shows the work contents of 
machine operators is almost 80% to be the "monitoring" which doesn’t give a value to the machine 
work piece. 


—There is no room to make augments. And, your machine work Gemba is required to improve. 
Of course, it is necessary to develop Production planning, Design Engineering and Sales departments. 


Production planning department is necessary to improve production planning system which is to 
allow the big lot size and the accuracy of combining the sales forecast & inventory. Design 
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engineering department is required to improve the designing system mainly the quality and accuracy 
and the LT. And, Sales department is necessary to improve the communication with customers for 
improving sales amount and quick sales forecast. 


These areas excluding Sales have already been started to improve. We know that the capability of 
Sales department is one of urgent matter. And, we also know the difficulties. But the solutions for 
this urgent matter are quality, cost and delivery. And, for these one of effective tactic is shorten the 
LT. 


We know that the sales forecast is very low reliability and difficult to improve even if improving sales 
contact. Therefore, | recommend to produce in smaller lot size in improving LT for quick response 
and careful production. Production planning is the most upstream process. Therefore, we took the 
way of squeezing the faucet. 


The root of all evil is too big production lot size. Big lot in machine work caused the excess inventory 
and obsolescence. Big lot in machine work causes the long LT. And Long LT (in both assembly and 
machine work) causes the dull response to customer’s order. Dull response causes the excess 
finished goods inventory and obsolescence. 


(Again, these activities are not related to JIPM's TPM). 


A Employees engagement (again...) 


Then | speak directly to the Production Manager in next terms 


Now, all departments particularly production Gemba (engineering, production planning, warehouse, 
material department etc.) and Sales are struggling to improve. It is very sad information which your 
machine work employees have complaining. And, unfortunately, it must be said that still bad 
employees’ engagement. 


"Total" of TPM (or TQM or JIPM's TPM) is the meaning of "all people's participation". And, it is 
essential the leadership of top management to establish such basic foundation. 


| strongly recommend you the top person's leadership, company's policy & statement by him. 
Anyway, first of all show them your company's direction with alive words. It could be effective to 
improve "Employees Engagement" (all people's participation & motivation improvement). 


A Cost up? 


You (Production Manager) mentioned the concern of cost up by small lot size, changeover frequency 
increase, machine & labour efficiency down. The case of cost up in current tactic (shorten LT) is 
related to the sales amount. 


But so far there is no sales amount increase. No, there were the cases of monthly sales amount 
decrease. But please look carefully the situation of the inventory increase. You need to look the 
efficiency with not the internal production amount, but against the sales amount. 


Now the inventory level is decreasing in the tactics of minimizing lot size. And on the other hand, 
Production department has a complaining and concern which are the unachieved output against the 


This work is licensed under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License. S 
To view a copy of this license, visit http://creativecommons.org/licenses/by-nc-nd/4.0/. 


Factory Management Institute 


Total Preventive Maintenance, volume XII - Koichi Kimura Page 64 of 67 


production plan. And if continuing such situation, it is quite clear that occurring the delivery 
shortages. 


At present there is no concern about your saying cost up, because again the labour cost and machine 
cost are fixed cost. And the cost must be discussed in the condition of its contribution to sales 
amount. So, the contribution to sales amount should be discussed in the condition of shorter income 
LT. 


Now we are reducing inventory. Also, we have excess production capacity. And this timing is 
important to challenge and improve SMED. And, we are stopping the production of excess inventory 
of machine work parts. 


Soon it will happen the shortages of necessary inventory when balancing the bit-by-bit production 
and PULL which is the production plan to inventory. 


A Efficiency improvement 


It is a competition of the challenges of small lot size (shorten LT) with no shortages. And it is quite 
clear that unfortunately the machine work capacity is still lower against "pull" (by production 
planning) in the condition of the smaller lot size (divided into 2). 


Therefore, it is essential to improve capacity (efficiency) in no increasing lot size and in challenging 
smaller lot size (divided into 4). Current production order lot size which is divided into 2 of monthly 
production order volume is never goal, but only first challenge. 


The second challenge is to be divided into 4, smaller and smaller lot size. Your efficiency 
improvement is the challenge of smaller lot size for shorter LT. 


Then it is necessary to start the systematic SMED (Single Minute Exchange of Die) activity for 
improving machine and labour performance. 


Again, the true meaning of labour & machine efficiency improvement must never be sought by a 
large lot size and the minimized changeover frequency, but by a reasonable lot size for applying 
"pull". 


A Future direction 


At this time, | speak to each and every one on the meeting as next: —You insist to introduce and 
implement JIPM's TPM. And one of essential condition is "All people's participation" or another 
word improvement of "Employee Engagement". And it is the share of "sense of value" with 
employees. 


Whether it's Total Preventive Maintenance with the slogan of establishment of "JIT machine 
condition" or JIPM's TPM, it is good thing to start activity to unite all employees and we have started 
this. And the leading actors of "Total" are operators (in machine area). 


| had thought that there are signs of brightness overall and expected the "all people's participation" 
in machine area. 
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Please understand that JIPM's TPM is written in assuming the certain level of employee’s 
engagement. Therefore of course there is no description of employee’s engagement in JIPM's TPM. 
But as | picked up in the Factory Management this is basic condition whether it is JIPM's TPM or TPM, 
TQM, TPS. 


Therefore, | suggested the program of employee’s engagement (the scheme of motivation 
improvement and share the sense of value). But unfortunately, it was neglected. And, still there is no 
even president policy statement. 


Before | told that "you cannot implement JIPM's TPM, even if you read the book 100 times". And one 


of reason is that it has no meaning itself and halfway to both sides of machine & equipment 
maintenance and factory management. 


And in here | tell you the 2nd reason. As | told frequently that your factory management capacity 
level is low. And on the other hand, you wish and insist to introduce one high level technique. If you 
want to introduce such one high level technique of factory management, it is necessary to prepare 
the peripheral conditions (basic factory management elements). 


| have introduced the "Cloth 
of Management". 


The Cloth of Management v1.0 
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corps and caught with net. And the gorilla cavalry corps who armed with guns took him and 
put in a prison. 


In the prison, he found that in addition to him, there were several surviving crew members. 
But they had lost intelligence. The reason was that they received the advanced neurosurgery. 


| felt that this scene was very strange because of the “Advanced neurosurgery”. Other 
circumstances were very primitive (lifestyle of ape’s society, cavalry corps etc.). In such 
condition it is impossible to develop just neurosurgery. Only neurosurgery cannot be 
developed and progressed alone. 


This movie was very much interesting, but above point was unnatural. 
Back to the topic... 


—You wish to introduce TPM. But it is not possible to introduce it without providing basic 
background. Therefore, I'm teaching necessary background also with the slogan of "JIT machine 
condition. 


—Everyone, your company's factory management level is still low. However, | believe you are very 
general as a medium or small company even though the factory management checklist score is lower 
than others. 


—And these companies have common characteristics which | call 3, major misunderstandings: 


1) One is the wrong thought of "Cost reduction"; 
2) One is a new system requirement with no background (basic factory management skill). And; 
3) One is the lack of "Right-Ware (in Factory Management Frame)". 


1) Wrong thought of Cost Reduction. 


There are many companies who misunderstand the cost reduction. And, | have already written such 
outsourcing and internal fixed cost. Therefore, omit additional explanation. 


2) Background (basic factory management skill) 


Many clients required me to teach Toyota Production System, Kaizen or TPM. And at the beginning | 
suggest to check the company's level with Factory Management checklist to identify the level with 
the numerical value. And if it is less than 75%, | recommend to improve the basic factory 
management capacity. But unfortunately, many companies don’t want to spend the time and money 
for this basic preparation. And some companies seem to feel that this consultant wished to extend 
time to secure the business. Of course, it wrong. 


3) Rightware 


Kaizen is different to other (TPS, TPM) system introduction. Because it mainly is not the system 
introduction, but the establishment of corporate culture. Of course, there are the system 
introduction of Suggestion scheme, Kaizen committee. But these are not main subjects. The main 
subject is to prepare the corporate culture. And the tools for it are Enployees Engagement 
(Motivation improvement) and Rightware (Vision, Corporate philosophy and Policy). 
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My TQM approach is different to TPS and TPM. It is involved the corporate culture (Employees 
Engagement) improvement. Because in TQM, there are not only the technical issues such Pareto 
diagram, 7 tools etc., but also the subjects which are required the "all people's participation" such 
QC circle, small group activity or quality policy & action plan. 


In the companies, there are the top managements to claim that we have the corporate philosophy, 
vision and policy as the statements. However, these are meaningful if these are shared with all 
employees by top management's patience and effort. But if intending to introduce these with no 
such above background, it should be a Tower on the sand. 


A This company 


This company insisted the introduction of JIPM's TPM. But it was wrong approach, because of the 
poor basic factory management situation. 


Once time we had reached the agreement that | teach Total Preventive Maintenance. And, with the 
slogan of "JIT machine condition" and the project activity, | intended to provide and sustainable 5Ss 
condition, Committee activity, Data gathering system which | intended to provide the "all people's 
participation (to company management) and also management improvement with the 
establishment of Management Team activity. 


But again, my intention had seemed to be denied. Then | expressed my will as next: —Basically, you 
are my client. And, you can dismiss at any time. On the other hand, | will draw my hand after next 
items to be implemented: 


1) Completion of Preventive Maintenance base by the maintenance department. 

2) 5Ss stability in factory. 

3) Management team activity stability. (It is one of key item for future factory management) 

4) Project team activity and Gemba committee follow up (this item could be transferred to 
remote meeting with TV conference) 

5) TQM introduction. This is out of contract. 


—Everyone, your company is quite natural company who require a consultant to develop. And, such 
companies have almost same diseases. You are not special without one point which is still | haven’t 


seen your president and been able to confirm his wishes and deciding the direction. 


—Again, | draw my hand after 1), 2) and 3). 


IV. Next Lecture 


| will write Oil Control and teaching the company. 
Koichi Kimura CC4 — December-2020. 
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